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ABSTRACT 
The Attitudes and Practices of Women in Leadership 
Roles Toward Empowering Other Women 
September 1985 
Arleen LaBella, B. S. New York State College at Oswego 
M.Ed., North Adams State College 
M. Ed., University of New York at Buffalo 
Ed.., University of Massachusetts 
Directed by: Dr. Irene Burke Carew 
Purpose 
The purpose of this study was to examine the attitudes 
and practices of women currently in positions of leadership 
toward empowering other women to achieve hierarchical advance¬ 
ment. As an exploratory research in this area, the present 
study, instead of specific hypothesis testing, sought to 
answer a set of general research questions: To what extent 
are current women leaders concerned with the hierarchical 
advancement of other women within their organizations and 
what influences their attitudes? How do women leaders perceive 
the major needs and obstacles facing today's aspiring women? 
To what extent are subjects taking action toward empowering 
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other women and what strategies do they employ? What influences 
subjects' choices of whom they empower? What influences 
their choices of empowering strategies? What are the barriers 
holding women leaders back from empowering other women within 
their organizations? 
Methodology 
As an exploratory study with the goal of contributing 
toward a theory of empowering practices, a qualitative research 
method was used. The study ulitized The Discovery of Grounded 
Theory by Glaser and Strauss, (1968) as its methodological 
framework, and a semi-structured, focused, interview method 
to gather the data. 
The sample consisted of fifteen American women who, 
for the last two years, have been in top or upper mid-manage¬ 
ment positions; working in private/for profit organizations. 
Comparative analysis was made on the data. 
Results 
Analysis of the data indicated that current women 
leaders have mainly positive attitudes toward other women 
and helping them advance. They judge the major barriers 
to women's advancement to be external rather than internal. 
Four major catagories of empowering strategies were identified: 
providing information, fostering inclusion, providing 
encouragement, and altering the environment. Women leaders 
are likely to empower ambitious female proteges with whom 
they identify. Strategies aimed at selected individuals 
were preferred over attempts to alter organizational policies 
effecting all women. Preferred strategies were those believed 
v i i i 
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CHAPTER I 
INTRODUCTION 
Statement of the Problem 
More women are working than ever before and more women 
than ever have been demanding and expecting access to all 
levels of organizations rather than accepting the lower-status 
jobs traditionally held by women. However, current statistics 
indicate that upward career mobility and advancement within 
organizational power structures continue to be the unrealized 
aspirations of many women. 
The labor force of 1950 was a largely male world - 
the 18.4 million women who held jobs were only 30 percent 
of the total working population of 62.2 million, according 
to the U.S. Bureau of Labor Statistics. But by July 1984, 
44 percent of the 113.9 million people who worked were women, 
and those 50.1 million women equalled more than 54 percent 
of the females in the nation. The change in traditional work 
patterns is emphasized most dramatically by the fact that 
the fastest-growing group of working women is mothers. In 
the last three decades the number of working mothers has 
guadrupled. The image of the nuclear family with a bread¬ 
winning father and a full-time housewife mother represents 
only 12 percent of American households. The Census Bureau 
reports that currently in more than 60 percent of families 
both the husband and wife work. Approximately 66 percent 
of women who are single parents are in the labor force. All 
in all, 33 million children have mothers who work full time. 
Yet womens' growing involvement in the workforce and in college 
degree programs is not reflected in either their salaries 
or their advancement to positions of power. A recent study 
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prepared for the Equal Employment Opportunity Commission 
found that women were concentrated in low-paying occupations, 
were more likely to work for low-paying concerns, and were 
systemically underpaid. "Women's work" was estimated to pay 
about $4,000 a year less than work usually performed by men 
(World Almanac 1983). 
The wage gap between earnings of men and women has 
remained constant for three decades, with women averaging 
only 62 cents for every dollar men make, and less in sales 
and managerial/administrative positions. The percentage of 
women working as sales managers has increased 108 percent 
since 1972, and still these female workers earn 54 percent 
of what a male in the same position earns. The number of 
females in other managerial and administrative positions 
has more than doubled since 1972, yet these women’s salaries 
lag behind those of their male counter-parts. In 1982, the 
median salary of women working year round, full-time in exec¬ 
utive, administrative, and managerial positions was $17,326 
versus $28,820 for males in the same position. Although as 
of 1983, 48.1 percent of professional specialty workers were 
female, only 42.1 percent of women, as compared to 74.8 percent 
of men, earned $20,000 a year or more. 
All in all, the Census Bureau reports that the lifetime 
earnings of a woman with five or more years of college will 
reach only 63.5 percent of that of a man with equal education. 
There is increasing concern over the "feminization of poverty," 
with women making up a majority of people officially classified 
as poor. Most at risk are women single heads of families 
and older women living alone. 
Bureau, 1984. 
3 
Despite over a decade of affirmative action programs, 
the pressure applied by corporate women, and the increased 
acceptance of corporate men, what still eludes American women 
is the room at the top. In the majority of companies the 
top woman is still middle management. In 1984 the Economic 
Surveys Division of the Census Bureau indicated that women 
made up 32.4 percent of all managers and yet a mere five 
percent were in top executive positions. Only one company 
on Fortune1s list of the 500 largest U.S. industrial 
corporations has a woman chief executive. Moreover Fortune 
reports that executive recruiters, asked to identify women 
who might become presidents or chief executives were unable 
to come up with a single name (April 16, 1984). 
A great many women are disillusioned as their upward 
movement and rewards do not parallel those of men. Instead 
they are finding themselves stalled at middle-management 
level or placed in dead-end staff positions peripheral to 
the more established and powerful line functions of sales, 
finance, and production. Moreover, a study conducted at the 
Wellesley College Center for Research on Women and completed 
in 1982 suggests the situation does not improve as the number 
of women in an organization increases. The research challenges 
the theory that when a corporation attained a "critical mass" 
of managerial women - defined as between 30-35 percent 
acceptance of women would increase and job discrimination 
would disappear. The results of the three year study showed 
that while overt resistance drops quickly after the first 
few women become managers, it seems to pick up again as the 
number of women reaches 15 percent. 
The numbers alone of women in the workforce indicate 
that action on women's work issues may be critically important 
for the future of American society as a whole. Aside from 
such vital issues as equality, human rights, and cost to 
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individuals, organizations are seriously and negatively affected 
by the waste of human talent through the blocked opportunity 
and powerlessness of their female employees. When people 
feel the constraints of opportunity and power they tend to 
take fewer risks, have low aspirations, increased stress, 
reduced commitment to the organization, higher hostility 
toward leaders, and to become ineffective in leadership roles 
themselves (Kanter, 1977). 
Empowering women within organizations means enabling 
them to develop the skills and capabilities which will increase 
their control over decisions, resources, and structures affect¬ 
ing their hierarchical advancement. Bernard E. Anderson, 
Director of Social Sciences at the Rockefeller Foundation 
states that the realtive status of minorities in the workforce 
seems to depend on three major factors: (1) opportunity (the 
level and nature of demand for labor) (2) preparation (education 
and training) and (3) access (the protection of equal job— 
opportunity). (Work in America: The Decade Ahead, 1979). 
Rosabeth Moss Kanter in her prize-winning study of corporate 
structure Men and Women of the Corporation writes that the 
major factors determining organizational status can only 
be affected by applying structural alternatives to the present 
system which will enhance opportunity, empower and balance 
the numbers of men and women. Those individuals in positions 
of organizational power and leadership have the resources 
and circumstances to institute programs, arrangements, policies, 
practices, and structures which can empower women to achieve 
leadership positions. Moreover, women leaders, through their 
own experience can understand and identify with the desire 
of aspiring women to achieve positions of power, have first-hand 
know-how in overcoming some of the barriers, and are in 
positions to impact on the formal and informal systems affecting 
women's advancement within an organization. 
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Purpose of The Study 
The purpose of this study is to examine the attitudes 
and practices of women currently in positions of leadership 
toward empowering other women. This study is to be considered 
an exploratory, descriptive research which will provide a 
detailed and accurate picture of current empowering practices 
of a given population of women leaders. This study will serve 
as a preliminary step toward pinpointing ways women in leader¬ 
ship positions can more effectively enable other women to 
develop the skills and capabilities which will increase their 
control over decisions,resources, and structures affecting 
their upward career mobility within organizations; and toward 
future research leading to the development of a theoretical 
model of effective empowering practices. As it is exploratory 
and descriptive in nature, the present study seeks answers 
to a set of research questions rather than to test out specific 
hypotheses. Those questions are as follows: 
1 . To what extent are women currently in positions 
of leadership concerned with the hierarchical advance¬ 
ment of other women within their organizations; 
and what influences their attitudes. 
2. How do current women leaders perceive the major 
needs and obstacles facing today's aspiring women? 
3. To what extent are current women leaders taking 
action toward empowering other women and what 
strategies do they employ? 
4. What influences current leaders' choices of whom 
to empower? 
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5. What influences current leaders' choises of empowering 
strategies? 
6. What are the barriers that hold women leaders back 
from empowering other women within their 
organizations? 
These research questions will serve as a guidepost 
of focused interview questions to be formulated under the 
Design of the Study section. Lastly, the data analysis will 
be focused around these research questions and attempt to 
answer them in depth. 
Significance of The Study 
There are no existing studies that provide a framework 
for exploring and describing the attitudes and practices 
of women currently in leadership positions toward empowering 
other women. The lack exists in spite of the fact that there 
is general agreement among researchers and educators and 
those individuals in positions of organizational power and 
leadership have the resources and circumstances to institute 
programs, arrangements, policies, practices, and structures 
which will broaden women's access to favorite positions in 
organizations (Kanter, 1977; Salamicik and Pfieffer, 1977, 
Tannenbaum et. ad., 1974; Carpenter, 1971; Powell, 1980, 
Shapiro, Haseltine, and Towe, 1978; Van Wagner and Swanson, 
1979; Moore, 1978; Tilley, 1975). The significance of the 
present study is that it will provide knowledge on whether 
and in which ways women currently in positions of power are 
utilizing their positions to empower other women. 
This study will provide information as to which strategies 
are being used, which are perceived as being effective, and 
the factors perceived as influencing the success or failure 
7 
of the strategies. The information provided would help those 
women leaders seeking to empower other women to better identify, 
select, and successfully employ empowering strategies. Data 
from this study can assist organizations, women leaders, 
and aspiring women in identifying and developing strategies 
to eliminate the obstacles to effective empowerment. The 
knowledge from this study would also contribute toward future 
research leading to the development of effective empowering 
strategies. 
An exploration of the attitudes of women leaders toward 
empowering other women would increase our understanding of 
women leaders' experiences in general and, in particular, 
of those factors which contribute to a willingness or lack 
of willingness to empower other women. The information provided 
by such an exploration can be used by organizations, educators, 
program developers, and women in general to develop specific 
facilitative strategies to overcome barriers toward empowering 
women. 
Consequently, those women striving for upward career 
mobility can be better enabled to achieve hierarchical advance¬ 
ment through the more frequent and effective empowering efforts 
of women leaders within their organizations. 
Meaning of The Terms 
Leadership Roles/Positions 
In this study a leadership role or position is defined 
as an organizational position of at least mid-management 
on up to top level. In order to assure that it is possible 
for many dimensions of empowering behavior to be present, 
the definition is limited to those leadership positions 
8 
within organizations employing at least forty individuals. 
Moreover, since empowering attitudes and practices toward 
other women are to be explored, only leadership positions 
within organizations whose female employees comprise at 
least 25 percent of all employees are included in the 
definition. 
Empowerment 
As the concept of empowerment has been developed by 
such writers as Paulo Friere (1970, 1973) and Saul Alinsky 
(1971), empowerment is the use of various types of power 
to release the power in oneself and others. In organizational 
development literature, the term is used to mean "power 
with" or a "win/win" strategy, rather than "power over" 
(Tilley, 1975). 
Though empowerment can mean enabling others to increase 
their control over various aspects of their lives, the 
definition will be more limited in this study. In this 
research, empowering women is defined as enabling them to 
develop the skills, capabilities, and opportunities which 
will increase their control over decisions, resources, and 
structures affecting their hierarchical advancement. 
CHAPTER I I 
REVIEW OF THE LITERATURE 
Finding their advancement within organizations stalled, 
women need the help of those in positions of power to help 
them become more successful. In order to set a framework 
in which to analyze women leaders attitudes and practices 
toward empowering other women within organizations, the 
literature review will explore the answers to critical 
questions which impact on women's advancement. Because the 
belief prevails that women do not advance due to a lack 
of ability, the question of whether women can lead will 
be examined. Following will be a review of the explanations 
as to why there are so few women in positions of power. 
In order to understand what women would need in order to 
lead there will be an exploration of the bases of power. 
Suggested enabling strategies will be reviewed in an attempt 
to answer the question of how women can be empowered in 
the workplace. Finally there will be a review of the literature 
directed toward answering the question of whether women 
leaders want to help other women advance. 
Can Women Lead? 
An important question that arises is whether women's 
absence in top management positions is due to their lack 
of leadership ability. As of yet there is no research evidence 
that makes a case for sex differences in either leadership 
apptitude or style. A wide variety of research indicates 
that the styles of men and women vary over the same range 
and that there are no conclusive sex-related strategies. 
(Bruning and Petty, 1980; Bartol, 1974; Bartol and Wortman, 
1975; Brenner and Greenhaus, 1979; Chapman, 1975; Day and 
Stogdill, 1972; Field and Caldwell, 1979, Muldrow and Bayton, 
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1979; Rosen and Jerdee, 1973; Roussell, 1974; Terboug, 1977). 
Though leader gender has emerged as an explanatory 
variable in laboratory studies, it does not prove to do 
so when studies are conducted in the field (Osborn & Vicars, 
1976). Furthermore, Field and Caldwell (1979) caution that 
the greater control possible in the laboratory which makes 
differences due to gender easier to detect also makes them 
more likely to occur. 
Studies that do find sex differences may be reflecting 
differences due to other factors which have not been con¬ 
trolled. The influence of age, education, and experience 
of leaders and subordinates have been shown to take preference 
over sex differences (Osborn and Vicars, 1979); as has organi¬ 
zational stability (Petty and Bruning, 1980); occupational 
type and level, and extent of professional training (Bartol, 
1976; Brief and Oliver, 1976). 
Nevertheless the belief that men make better leaders 
prevails as a general cultural attitude. A great number 
of studies have concluded that neither men nor women want 
to work for a woman (although women are more ready to do 
so). A 1965 survey among Harvard Business Review readers 
reveal that two-thirds of 1000 men and one-fifth of 900 
women reported they would be uncomfortable working for a 
woman (Bowman, et. al.). People who have once worked for 
a woman are more likely than those who never have to have 
a positive regard for women leaders (Rosen and Jerdee, 1973). 
If research does not reveal any real differences in 
style and strategy between men and women, then on what is 
the preference for male leadership based? Rosebeth Kanter 
(1977), author of Men and Women of the Corporation maintain 
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same opportunities for power and efficacy, they are not 
perceived as "winners," or as people who have clout. They 
are seen as not likely to go far nor to be able to take 
others with them if they do move ahead. Terborg (1977) suggests 
that subordinate's dissatisfaction with female managers 
may be due to the supervisor's inability to wield influence 
rather than to her gender. Pilg studies at Detroit Edison 
showed that morale may be negatively affected by a leader 
with sensitivity, good human relations skills, but no power 
- a combination which probably describes many women leaders 
in sexist organizations. 
Why Are There So Few Women in Positions of Power? 
According to Riger and Galligan (1980) the causal 
explanations for women's scarcity in positions of power 
fall into two general categories: person-centered and situation 
centered. 
Person-Centered Explanations 
At the heart of person-centered explanations for women's 
lack of upward career mobility is the notion that women s 
socialization patterns have resulted in personality/behavior 
traits which run contrary to the demands of a position of 
authority. Moreover, person-centered explanations suggest 
that women posses attitudinal barriers which inhibit motivation 
and block their own ascendency into positions of higher 
status and responsibility. 
O'Leary (1974) writes that for women "affiliation 
is seen as achievement and an affirmation of the self. 
(p. 814) Female ego styles have been praised and valued 
in the traditional mother-child and husband-wife relationships 
that have characterized the female role. However, with the 
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realization that society rewards the ego styles associated 
with vocational success, women perceive their own personality 
traits as inferior. Perceiving themselves to lack the 
competency characteristics ascribed to men, women doubt 
their ability to achieve success on the job. O'Leary maintains 
that such negative self-concepts may reasonably be assumed 
to constitute a formidable barrier to the achievement strivings 
of women. Moreover, should a woman feel she has the potential 
to manifest the achievement traits ascribed to men, she 
may fear her feminity will be questioned if she exhibits 
those traits. 
The fear of being seen as less of a woman is also 
at the core of Matina Horner's (1972) research findings 
on women and achievement. Horner sought answers to why women, 
under neutral conditions, scored higher than men on the 
"need to achieve," but scored considerably lower than men 
on tests measuring the motive to succeed and achieve in 
leadership and competitive conditions. The "motive to avoid 
success" in the women tested seemed linked to how they perceive 
acceptable feminine behavior. Since successful achievement 
is viewed as the result of aggressive and competitive behavior, 
women felt that achieving success was incompatible with 
their femininity. (1970, p. 2) Other research has indicated 
that the fear of success does not necessarily get in the 
way of performance - many women fear success and yet manage 
to be very successful. (Tresemer, 1976) 
A subsequent study by Junda, ET.AL. (1978) showed 
that men also express a fear of being punished for succeeding 
in traditionally feminine occupations. It seems the fear 
of success can exist in anyone who expects to be punished 
for deviating from sex role expectations. 
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According to O'Leary (1974) the fear of failure may 
also be a factor which contributes to women's lack of career 
aspiration. She suggests that female socialization patterns, 
which discourage risk-taking, result in women's lack of 
development of adequate coping mechanisms to deal with failure. 
Heckhauser (1967) states that high-fear-of-failure individuals 
show greater withdrawal tendencies and content themselves 
with the simpler occupations in order to avoid the 
uncertainties and exertions of a more demanding career. 
In a review of the literature Maccoby and Jacklin (1974) 
concluded that there are no significant differences between 
men and women on generalized measures of self-esteem. However, 
women express lower expectancies for success than men do 
(McHugh and Vale, 1975) even when they perform better. 
(Vaughter, Gubernick, Matassian, Haslett, 1974). 
High acheiving women, according to Clance and Imes 
(1983), frequently experience an "imposter" phenomenon. 
Women who have been recognized for academic or professional 
excellence often do not experience an internal sense of 
success. They are convinced that they are not truly intelligent 
or skilled, but instead have fooled anyone who thinks other¬ 
wise. The authors maintain that high acheiving women who 
feel themselves to be imposters attribute their successes 
to luck, flukes, or the faulty judgement of others. Con¬ 
sequently their sense of confidence does not grow with their 
acheivements but rather they suffer from anxiety that they 
will be revealed as the imposters they feel themselves to 
be. 
Situation Centered Explanations 
Situation-centered explanations emphasize 
barriers of the organizational situation rather 
the external 
than individual 
14 
Female valued traits centered on a "warmth-expressiveness" 
cluster which were seen as antithetical to valued male traits. 
Furthermore, subjects of both sexes agree that male-valued 
traits are more socially desirable than female-valued traits. 
(Rosenkrantz, Vogel, Bee, Broverman and Broverman, 1968). 
In a study on the effects of sex-role stereotypes 
on recruiters hiring decisions, Cohen and Bunker (1975) 
discovered that sex discrimination may occur at the very 
initial stages of the job selection process. Discrimination 
occurs when applicants apply for job positions for which 
the traditional sex orientation or connotation is incongruent 
with their sex. Incongruence between an applicant's sex 
and job role is tolerated only when the applicant is over— 
qualified. 
Other studies show that sex-bias also operates in 
promotion (Rosen and Jerdee, 1974) in determination of salary 
level (Terborg and Ilgen, 1975) and job evaluations (Mischel, 
1974). 
For a women's competence to be recognized, her 
accomplishments must be portrayed as out-of-the-ordinary 
and the worth of her actions must be verified by an authority. 
Taynor and Deaux (1973) discovered that a woman's behavior 
was rated as more deserving of rewards when her behavior 
was seen as out of role and her actions were praised by 
experts. Similarly, Pheterson, et. al. (1971) found that 
a woman's artistic achievement was rated as favorably as 
a man's only when it had been judged superior by experts. 
However, in competitive situations when a woman out-performs 
a man, though she may be evaluated fairly, men indicate 
they like her less and would exclude her from the group 
if it were necessary to reduce the size of the group (Hagan 
and Kahn, 1975 ) . 
15 
Myths regarding female competence and commitment. 
Crowley, Levitan, and Quinn (1973) conducted a study to 
determine the truth behind persistent myths concerning the 
sincerity and commitment of female workers. The researchers 
discovered empirical data to contradict the notions that 
1) women work only for "pin money" and therefore males are 
better candidates for promotion on the basis of economic 
need, 2) women are more concerned with socio-emotional aspects 
of their jobs and would allow emotional factors to supercede 
objective judgement, 3) women would not work if economically 
they could afford not to, 4) women are more content than 
men with a job that is intellectually undemanding, 5) women 
are less concerned than men that their work be self- 
actualizing, 6) women care less about "getting ahead." 
Women are expected to perform less well than men. 
Feldman Summers and Kiesler (1974) conducted a study in 
which they were unable to find a single occupation in which 
women were expected to outperform men, including those 
occupations identified as female-appropriate, such as teaching 
and nursing. 
When a woman's achievement is acknowledged, her success 
is generally attributed to other factors than her ability, 
that is, to extra effort, luck, or ease of task (Deaux, 
1976, Deaux and Emsiviller, 1974, Feldman-Summers and Kresler, 
1974). Furthermore, a woman's success, viewed as unexpected 
and due to factors other than ability, elicited fewer and 
less desirable organizational rewards than the anticipated 
success of men (Heilman and Guzzo, 1978). Pay raises were 
judged the appropriate reward for successful performance 
due to extra effort, but promotions were deemed the appropriate 
rewards for performance success due to ability. 
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Attitudes toward women in authority. O'Leary (1978) 
suggests that to the extent that promotional decisions on 
women are made by men in positions of authority, barriers 
to women's upward career mobility may lie in the attitudes 
of their promoters. A study by Bowman, Worthy and Greyser 
(1965) revealed that the majority of male executives sampled 
felt that men feel uncomfortable working for a woman and 
one-third believed that females in managerial positions 
had a "bad" effect on employee morale. 
Bass, Drussell, and Alexander (1971) found that male 
manager's negative attitude toward working women were based 
not on their beliefs that women are less competent or 
qualified, but on the fact that traditional patterns of 
deference between men and women are upset when a woman becomes 
a colleague or a boss. Riger and Galligan (1980) write, 
"Women who move upward in an organizational structure upset 
this traditional balance of power and in so doing may discomfit 
and threaten men as well as women (p. 906)." Mayes (1979) 
conducting field research with American University staff 
members concluded that men and women's resistence to changing 
sex_role behavior involves the deep-seated fear that change 
will bring severe disruption and collapse in the fundamental 
norms and behaviors on which the sacred areas of family 
and sexuality are based. 
O’Leary (1978) suggests that other prevalent male 
attitudes which may adversely affect hiring and promoting 
women include: 1) women receive preferential treatment and 
unearned advancement due to the influence of pressure groups, 
2) the presence of women in the job setting make social 
interactions difficult, 3) women cope less well with crisis, 
4) women require inordinate amounts of sick leave due to 
mentruation and pregnancy (Dipoye, 1975; Loring and Wells 
1972, Lunch, 1973; Rogalin and Pell, 1975; Williams, 1977 
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Prevalence of the male model of organizational behavior. 
The definition upon which success is based is modeled upon 
the male sex-role. Loring and Wells (1972) write that "men 
are supposed to be tough, concerned for the dollar, practical 
and objective enough to do what has to be done. Such strength, 
toughness, and total responsibility, even occasional necessary 
violence are attributed to men as "natural" . . . He is 
expected to repress those aspects of himself which are 
associated with the feminine in our culture." (p. 92) 
Women in middle management were found to be as likely 
as their male counterparts to view "masculine" characteristics 
as the required traits for a managerial position (Schein, 
1975). Women executives interviewed by Scheen (1973) reported 
that they identified with the "male model" early in their 
managerial careers. 
Riger and Galligan (1980) maintain that the negative 
consequences on physical and mental health which have been 
documented as linked to the traditional male role are likely 
to befall women who adopt similar behaviors. Furthermore, 
Robie's work suggests that the characteristics associated 
with traditional female sex roles (e.g. emphasis on people 
as opposed to production) may not only increase the quality 
of work life but also productivity in certain situations 
(1973 ) . 
The importance of mentors and sponsors to one s career 
advancement has been documented (Hennig and Jardim, 1977; 
Roche, 1979). Yet males are likely to select other males 
for advancement and promotion regardless of their attitudes 
toward women. Larwood and Blackmore's (1978) study concludes 
that "people groom for leadership those with whom they enjoy 
an in group relationship." (p. 365) 
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What Enables a Leader to Lead? 
Leadership is commonly described as the process of 
influencing the activities and efforts of one or many people 
toward the accomplishment of a goal. Power is a leader's 
potential to influence. It is, according to Kanter (1979), 
the ability to mobilize both human and material resources 
to get things done. People need power to be effective in 
organizations, just as organizations need powerful people 
in order to be productive. 
Because a leader needs power in order to influence 
the behavior of others, the concepts of leadership and power 
are inseparable. The work of French and Raven (1959) resulted 
in a landmark contribution to understanding the basis of 
power. The researchers identified the five following bases 
of power as potential means of influencing the behavior 
of others: 
1. Reward Power - based on a recipient's perception 
of a leader's ability to mediate rewards such 
as pay raises, promotions, or recognition. 
2. Coercive Power - based on a recipient's perception 
of a leader's ability to mediate punishment such 
as reprimands, dismissals, undersirable work assign¬ 
ments . 
3. Legitimate Power - based on a recipient's perception 
that a leader has the right to prescribe behavior. 
Normally it is a leader's position which contributes 
to legitimate power. The higher the position, 
the greater the tendency of others to comply or 
be influenced. 
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4. Referent Power - based on a recipient's identi¬ 
fication with the power agent. The more a leader’s 
personal traits are liked, admired, and identified 
with, the greater the referent power he/she 
possesses. 
5. Expert Power - based on a recipient's perception 
that the leader has special knowledge and skill. 
A leader is respected for his/her ability to 
facilitate the work of others, and this respect 
leads to compliance and cooperation. 
In 1975 Raven and Kruglanski introduced a sixth power 
base: information. Information power is based on a recipient's 
perception that a leader has information or access to infor¬ 
mation that is valuable to others. Because others need or 
want the information, the leader is influential. 
Hersey, Blanchard, and Natemeyer (1979) identify 
connection power as the seventh power base. Connection power 
is based on a leader's "connections" with influential or 
important people either inside or outside the organization. 
Others comply with a leader who has connection power out 
of a desire to gain or stay in favor with the powerful 
connection. 
Writing about organizational sources of power, Kanter 
(1979) claims that the effectiveness that power brings emerges 
out of two kinds of capacities: access to resources, infor¬ 
mation, and the necessary support to carry out designated 
goals; and the ability to get cooperation in doing what 
needs to be done. It is a leader's location in the formal 
and informal systems of an organization that ultimately 
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determine these capacities. Job definition and connection 
to other important people are more important than a leader's 
style and skill. People tend to be more responsive to bosses 
who have clout and who look as if they can get more for 
them from the organization. Kanter outlines the sources 
of organizational power as consisting of three "lines." 
1. Lines of supply: managers are influential when 
they can bring in the things their own unit or 
domain needs - materials, money, resources to 
distribute as rewards, and maybe even prestige. 
2. Lines of information: managers are influential 
when they are "in-the-know" both in the formal 
and informal sense. 
3. Lines of support: managers are influential when 
they have the backing of important people in the 
organization and when they can assume innovative, 
risk-taking activities without being weighed down 
by convoluted approval processes. 
How Can Women Be Empowered In The Workplace? 
Empowering women within organizations means enabling 
them to develop the skills and capabilities which will increase 
their control over decisions, resources, and structures 
affecting their heirarchical advancement. Bernard E. Anderson, 
Director of Social Sciences at the Rockefeller Foundation 
states that the relative status of minorities in the workforce 
seems to depend on three major factors; 1) opportunity (the 
level and nature of demand for labor), 2) preparation 
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(education and training), and 3) access (the protection 
of equal job-opportunity) (Work in America: the Decade Ahead. 
1979). Rosabeth Moss Kanter in her prize-winning study of 
corporate structure Men and Women of the Corporation, writes 
that the major factors determining organizational status 
can only be affected by applying structural alternatives 
to the present system which will enhance opportunity, empower 
and balance the numbers of men and women. Those individuals 
in positions of organizational power and leadership not 
only have the material and symbolic advantage but also the 
circumstances to institute programs, arrangements, policies, 
practices, and structures which will broaden woman's access 
to favorable positions in organizations. 
Moreover, women leaders, through their own experience 
can understand and identify with the desire of aspiring 
women to achieve positions of power, have first-hand know-how 
in overcoming some of the barriers, and are in positions 
to impact on the formal and informal systems affecting women's 
advancement within an organization. 
Though virtually no research has been conducted to 
determine the most effective empowering strategies, several 
writers and researchers in the fields of organizational 
and professional development have suggested strategies to 
help women gain upward career mobility. 
Empowering Through Alliances 
Power is accumulated through the ability to gain access 
to the informal power structures within an organization 
- those channels of influence which co-exist alongside the 
formal delegation of authority. Thus, those individuals 
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seeking organizational power tend to be more successful 
if they can form alliances with sponsors; successful peers, 
and up-and-coming subordinates (Kanter, 1977). 
Networking for women has gained popularity and support 
as a way of forming alliances. The U.S. Bureau of Labor 
Statistics shows that almost half - 48 percent - of all 
jobs come through personal contacts. Carol Kleiman in her 
book Women s Networks, believes this to be a conservative 
figure, especially for those individuals landing executive 
jobs. Women's networks are attempts to offer women the con¬ 
tacts, exposure, and support that "the old boys' network" 
has provided men for decades. More specifically, a woman's 
network is the formal or informal gathering of business, 
professional, and career women in order to provide professional 
information and support, the opportunity to discuss problems 
encountered at work, information about job openings, sharing 
of references and contacts, and the chance to increase 
visibility. Gary Powell (1980) writing on social power 
strategies for women's advancement maintains: 
Entry into existing informal networks or establishment 
of their own networks increases womens' referent, 
reward, and coercive power beyond that associated 
with their formal positions. By becoming members of 
key informal groups, women enter a world of what has 
been depicted as 'ties of loyalty and of dependence, 
favors granted and owed, protection . . . promises 
that must be kept if you want to be operative in the 
future, (and) connections with people who already 
have influence.' Such entry is often beneficial to 
career advancement (p. 28). 
Powell advocates women's networks as a means of taking 
a more active stance toward women's career and emphasizing 
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development of opportunities through the informal system 
rather than waiting for them to develop through the formal 
system. 
Josefowitz (1980) describes support groups as an 
alternative to formal networking and as an equally important 
means of building alliances. Support groups focus primarily 
on providing emotional nurturance and a place where women 
can talk about problems that have developed with their families 
as well as with their jobs (networks sometimes do not foster 
discussions of personal issues). An added benefit of support 
groups is that they attempt to bolster self-esteem, confidence, 
and awareness, Kanter (1977) suggests the establishment 
of support programs for women who are few in number within 
their jobs or organizations. Such support groups would 
encourage women to help each other gain insight into any 
problems of their current situation. The dynamics of tokenism 
could be illuminated as well as shared solutions to the 
problems stemming from unequal numbers. A support group 
could also foster a collaborative attitude among women who 
might otherwise be tempted to side with men against women. 
Career mentoring has received growing attention as 
a means to build alliances and has been the subject of recent 
research. A 1977 national survey on 2,600 women managers 
and executives in American business and industry revealed 
that women name being sponsored or groomed by another person 
as one of the five factors most helpful to their careers 
(Lee, 1977). Career mentoring refers to the help given by 
someone to an aspiring protoge in order to help the protoge 
define or reach his or her life goals. Two kinds of mentors 
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were identified in the research. Primary mentors, who are 
seen by proteges as going out of their way to be helpful 
and as caring personally about the well-being of the protege; 
and secondary mentors, who, although also helpful, are per¬ 
ceived as doing their helping as part of their duties or 
to benefit themselves more than the protoges. Secondary 
mentoring relationships are seen as more businesslike with 
less caring, and less risk taking. 
Lee has used the term "mentoring" to include a variety 
of helping relationships. Career mentors described by the 
women surveyed include "traditional mentors, supportive 
bosses/partners, corporate sponsors, invisible godparents, 
peer strategizers, mobile superiors, professional mentors, 
patrons/matrons, career role models and favor doers. Mentors' 
motivation to assist protoges included: getting their own 
work done, performing their official duties, acting as 
gatekeepers" for the organization or profession, basking 
in reflected glory, achieving vicariously, earning future 
credit, repaying past favors, remedying the situation for 
women, developing crucial subordinates, gaining friendship, 
experiencing pleasant feelings and moving through Erickson's 
ego stage of generativity. Women reported that the assistance 
they received from their mentors included encouragement, 
teaching, opportunities, counseling, help with career moves, 
role modeling, visibility, friendship, exposure to power 
and excitement, and other kinds of help. 
Josefowitz (1980) distinguishes between the functions 
of mentors and sponsors. Mentors are individuals who teach 
the skills and strategies necessary to perform an identifiable 
task. A mentor is focused in the present, need not have 
influence in the organization, and is usually most helpful 
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traits and skills in explaining women's absence in positions 
of power. External barriers include the distribution of 
power and opportunity within organizations, societal sex-role 
stereotypes, myths surrounding female competence and commit¬ 
ment, attitudes toward women in authority, and the prevalence 
of the male model of organizational behavior. 
Distribution of power and opportunity. Rosabeth Moss 
Kanter (1977) maintains that women's failure to rise to 
positions of power is influenced mainly by the distribution 
of power and opportunity and the social composition of groups 
within organizations. Women are presented with fewer oppor¬ 
tunities than men, they tend to have little power in the 
organizational hierarchy, and those women who do make it 
to the top find few if any, female colleagues at their level. 
Kanter sees tokenism, which can take place when any person 
is a minority in gender, ethnicity, or other social character¬ 
istics, as the critical factor inhibiting women's success. 
In other works, the external obstacles facing women emerge 
as a result of their number not their gender. Kanter's field 
observations revealed that when tokenism functions as a 
dynamic in groups, the individuals with solo status are 
scrutinized more closely, pressured to side with the majority 
against their kind, and are expected to conform to stereotypes. 
Societal sex-role stereotypes. In a large sample 
comprised of subjects of both sexes, various ages, religious 
affiliations, educational levels, and marital status, a 
high degree of agreement was found to exist regarding the 
different characteristics of males and females. (Broverman, 
Vogel, Broverman, Clarkson, Rosenkrantz, 1972) Those 
characteristics valued most highly in males reflected a 
"competency" cluster including such characteristics as 
objectivity, skill in business, and decision-making ability. 
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to protoges at lower levels of the hierarchy. 
Sponsors are individuals who open doors and clear 
channels so a protoge can gain visibility. A sponsor focuses 
on the future, introducing a protoge to influential people 
and suggesting a protoge for special projects. Because a 
sponsor's help comes in speaking for a protoge, the sponsor 
must be influential in the organization. Sponsoring functions 
are most helpful when a protoge is entering higher levels 
of the organizational hierarchy. 
Lyles (1983) identifies three main resources that 
a member of an organization may offer in order to help women 
overcome barriers in the workplace. The resource of information 
serves to clarify and communicate the duties of a task and 
vital elements of the political environment. The resource 
of social contacts helps make sure women are included on 
an equal basis in groups. The resource of power can help 
influence activities, work assignments, physical layouts, 
and development opportunities that can allow a woman to 
become more effective more quickly. Organizational members 
should assess their resources and what may be needed by 
an individual woman. 
Empowering Through Providing Access to Information 
Kanter (1979) explains that people assume they can 
afford to bypass women because they must be uninformed" 
or "don't know the ropes." Even if women are seen as competent 
and having expertise, they are often still perceived as 
being uninformed beyond their technical responsibilities. 
Often the effectiveness of behavior in an organization is 
hampered by the lack of valid information (Bernstein, 1976). 
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Strategies to provide women with access to information 
include opening channels of communication and making systems 
knowledge more routinely available. Connections with sponsors 
and mentors, participation in formal and informal networks 
and orientation programs are ways to open communication 
channels. Systems knowledge can be increased by making 
operating data, information about budgets, salaries, and 
minutes of certain meetings available to everyone. People 
at lower levels of the organizational ladder - this primarily 
means women - tend to lack even the most basic information 
such as who makes what decisions, what the salary ranges 
are of various jobs grades, information about the fine points 
of fringe benefits and perquisites, and even what the senior 
officials look like. Because women more often than men lack 
sponsors, they are more likely to be lacking in information 
about the real workings of the system. (Kanter, 1977) 
Lyles (1983) maintains that women frequently do not 
perceive the political environment of an organization 
accurately, nor do they have access to the information that 
would explain it to them. Furthermore, Lyles believes that 
women do not grasp the importance of the political system 
as a legitimate way of getting things done within an 
organization. They need assistance in understanding the 
many methods for accomplishing a goal through indirect actions 
that reflect the nature of the coalitions within the 
organization. Without access to information about implicit 
goals, power coalitions, and acceptable strategies, the 
accomplishment of goals may be impossible. Lyles stresses 
the importance of access to information about the informal 
system and guidance from someone who has political 
sophistication and interest in helping a woman improve her 
ef f ectiveness. 
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Empowering Through Providing Training Opportuniti 
Women’s advancement to leadership positions may be 
positively affected by training programs which focus on 
reducing both internal and external barriers to advancement. 
Internal barriers include obstacles women experience 
because of their own socialization. Women have been socialized 
to be passive, dependent, lacking in self-confidence, to 
assume nurturing and subordinate roles rather than positions 
of leadership, and have also been discouraged from competing 
with men. (Horner 1970) 
Van Wagner and Swanson (1979) researching differences 
in male/ female power styles, suggest that organizations 
encourage and pay for women to participate in remedial programs 
which help them develop skills that may be deficient as 
a result of female socialization patterns (i.e. assertiveness, 
training modules which focus directly on influencing behavior 
and increasing awareness of one's own style). 
Kanter (in Harris, 1975, p. 27) claims: 
While men may need help learning about relationships 
and emotional expression, women need help learning 
just the opposite: the experience of power, task 
orientation, intellectualizing, behaving 'impersonally' 
and addressing large groups, invulnerability to feedback 
and other new experiences in interpersonal behavior 
for many women. 
Ronald Moore in an article entitled "Management Seminars 
for Women: Valuable or Not?" maintains that despite the 
growing number of women in management degree programs, a 
gap appears in management education for women already in 
the workforce. He advocates seminars specifically for women 
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which would not only address general managerial skills but 
would also help women see the value of their skills and 
abilities in the management structure, test these abilities 
m a supportive and professional climate, and explore women's 
biases in working together with other women and male co¬ 
workers. Moore lists five major reasons for the use of manage¬ 
ment seminars for women: 
1. to broaden the manager's vision and understanding 
as preparation for additional responsibility. 
2. to provide the woman manager with the latest infor¬ 
mation on business theory and practice. 
3. to give women the opportunity to discuss problems 
and ideas with other women. 
4. to stimulate a more creative and innovative approach 
to problem-solving and decision-making. 
5. to allow the woman manager to reflect upon and 
assess her career development and work role. 
Kay (1975) concurs that special seminars for women 
in management are desirable in order to help women catch 
up to men in their exposure to managment concepts, become 
part of the organization, feel pride in their job environment 
and share experiences. 
Training programs which foster joint participation 
by men and women may provide a means to break down external 
barriers to women's advancement. Kanter (1977) suggests 
that such training experiences would increase team feeling 
between men and women as well as increase the likelihood 
of future sponsoring relationships. Moore (1978) advocates 
joint participation seminars which promote men and women 
as equals and which focus on understanding commonalities 
rather than dissecting differences. 
Training for managers to educate them about defeating 
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stereotypes and traditional male behaviors toward women 
would help ensure that women are given the opportunities 
to advance. Kanter (1979) suggests that managers be educated 
about undermining behaviors such as overprotectiveness (e.g. 
putting women in "safe" jobs, stepping in at times of crisis, 
not suggesting a woman for high-risk or high visibility 
assignments) and nonsupportiveness (e.g. allowing others 
to by-pass a woman's authority, willingly listening to 
criticism of a woman, and showing concern over every negative 
comment). 
Susan Schroeer, an organizational consultant with 
Boyle/Kirkman Associates in New York explains: 
We now have a revolving door problem. Women are brought 
into a company expecting to find things better than 
they really are. Instead of being able to move fully 
into the system, they are often isolated, allowed 
to sit on the shelf, not given the same on-the-job 
training as men are. Soon they leave the company for 
something else, (as quoted in Training/HRD, April 
1980, p.39) 
She stresses that often managers' perceptions of women 
produce a barrier; managers are looking for qualities they 
aren't used to finding in women and it takes some re-educating 
to recognize that women do possess these qualities. 
Van Wagner and Swanson (1979) suggest that, not only 
should organizations assume the financial burden for training, 
but that they also take additional responsibility to develop 
incentive systems which reward managers for successfully 
training and promoting women. 
Empowering Through Modifications in the Orqanizationa1 
Structure 
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Several writers and researchers in the fields of organ¬ 
izational and professional development have suggested empower¬ 
ing strategies which attend to the job-related and/or social 
components of achieving organizational power, and require 
modification in the traditional structure of American 
organizations. Tannenbaum et. al. (1974) demonstrated that 
the total amount of power in a system can vary and that 
systems which "flattened the hierarchy" (e.g. removed levels 
and spread formal authority) had more total power as well 
as less noticable power differences among individuals or 
groups. Flatter organizations increase the total number 
of people allowed to exercise power and provide greater 
authority at lower levels, more control over organizational 
goals and strategies, and a feeling of mastery and esteem 
(Carpenter, 1971). 
Kanter (1977) advocates decentralizing the organization 
by allocating resources, staff, space, etc. for the creation 
of autonomous work units. Team concepts, project groups, 
and task forces add decision making rights, increase pro¬ 
fessional responsibility and allow control over the total 
process of task - all which encourages the sharing of power. 
Powell (1980) suggests that organizations upgrade 
the status of typically "velvet ghetto" jobs - the areas 
to which women have typically been regarded as best suited 
- namely, personnel and public relations, consummer affairs, 
corporate social responsibility and which have been considered 
peripheral to the more established and powerful line functions 
of sales, finance and production. Similarly, Kanter (1977) 
suggests that organizations identify bridges between job 
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ladders whereby, for example, a secretary can choose a path 
that would put her on an administrative ladder, or a person 
in a staff position could be channeled toward a line management 
position. 
Van Wagner and Swanson (1979) recommend structural 
modifications such as developing incentive systems which 
reward supervisors for successfully training and promoting 
women. 
Hammer (1983) maintains that clear signals from top 
management set the tone for an organization's affirmative 
action commitment. The placement of women in key senior 
jobs is important in providing highly visible role models 
for women managers at lower levels. Organizations must be 
willing to go outside the organization, if need be, to fill 
those positions with females. An organization can create 
stepping-stone positions for those women managers not ready 
for promotion. Taking pieces of various jobs to create an 
interim learning situation is a way to fill gaps in experience 
and watch performance before moving a woman manager into 
slots of greater responsibility. Rewarding supervisors 
monetarily for developing women shows top level commitment 
to women's advancement, as does providing workshops to explore 
men's and women's values and improve communication. 
Organizations can establish rotational programs whereby 
a woman manager spends time in different departments to 
increase her understanding of the whole system. 
Empowering Through Support of Outside Responsiblities 
Society still expects women to take primary respon¬ 
sibility for childcare and home maintenance. It is acceptable 
for a woman to work outside the home so long as she fulfills 
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the responsibilities society has assigned her as helpmate 
and homemaker. The stereotype requires simultaneously that 
the traditional woman's role remain intact and that career 
roles make no allowances for mothering and homemaking. As 
a result women tend to be cornered into either/or choices 
or pressured into managing, both home and work as if the 
other didn't exist. 
The growing number of working mothers, the difficulty 
of negotiating the demands of a full-time career and motherhood 
is becoming a critical factor influencing women's upward 
career mobility. Anita Shreve (1982) writes that women: 
fear and suspect that the sacrifices such a juggling 
act entails are too costly to their careers, to their 
children, and to their marriages. In the absence of 
clear solutions to the career - mothering dilemma, 
some women are abandoning their careers - at least 
temporarily. More frequently they are modifying their 
work schedules, either by negotiating part-time positions 
where they work or by looking for flexible hours else¬ 
where (p. 26 ) . 
Virginia O'Leary (1974) maintains that American working 
women continuing to be subjected to the pressures of role 
conflicts stemming from professional and family role respon¬ 
sibilities may find these conflicts to constitute a barrier 
to their ascendency to higher level occupational positions. 
Judith Thurman (1982) writing about women and power 
describes American working conditions as discouraging an 
integrated life. "There is little or no provision for day 
care; maternity benefits are grudgingly paid, if at all, 
by insurance companies, paternity leaves are almost non- 
existant; a two-week vacation is the norm. And the pressures 
of competition are such that ambitious people routinely 
work 60-hour weeks" (p. 45). Such conditions place stressful 
demands especially on working mothers. 
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Margaret Hennig has observed that senior management 
is •'abnormally" unresponsive to requests for "more flexible 
working schedules and more time with children" (as quoted 
m MS. Dec. 1982. p. 45). A recent survey conducted by 
Catalyst, a non-profit organization that helps working woman 
revealed that only 1% of the 374 major companies polled 
had on-site day care. Twenty percent, however, said they 
favored the practice. Similarly, while 73 percent of the 
companies polled supported the idea of flexible working 
hours, only 37 percent actually instituted the policy. Only 
9 percent of the companies favored subsidies for child care 
and a mere 1 percent had them. 
In —-e Second Stage, Betty Friedan describes the second 
phase of the so-called Sex-Role Revolution as the establishment 
of the real value of "woman's work" to life and to society, 
regardless of whether it is performed by women or men, inside 
the home or out. She maintains that organizations, businesses, 
and companies can institute policies and practices that 
will enable people to integrate work and family. Among sug¬ 
gested policies are: 
Paid maternity and paternity leaves 
- On-site child care facilities 
- The purchasing of slots in community day care 
facilities 
- Childcare assistance programs for employees earning 
below a certain income 
Flexible working schedules 
Job-sharing arrangements 
An increased number of part-time positions 
Cafeteria-style benefits, whereby employees may 
select those best suited to their needs from a 
number of benefits 
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A June 1982 World of Work Report revealed the results 
of a recently completed Louis Harris survey. The study showed 
that while women are showing a growing attachment to the 
labor force, those surveyed also said they were concerned 
about the competing demands of work and family. Most women 
felt that more flexible working arrangements, such as more 
Part-time work with full benefits, liberalized leave policies, 
3nd freedom to choose benefits would go far toward easing 
the strains they and their families experienced. 
Women are rejecting the notion of low-pay and menial 
dead-endwork that part-time jobs have typically offered 
in the past. They express a desire for part-time positions 
with pay equity, opportunities for upward mobility, fringe 
benefits, job security and opportunities for personal 
fulfillment and status achievement. Expanding and upgrading 
employment opportunities as a strategy for improving the 
economic status of women, as well as allowing men to share 
more of the responsibilities of family life remains 
controversial. Employers resist the change because of the 
traditional stereotypes of part-time workers as less committed. 
In addition part-time employment can be a real inconvenience 
in terms of scheduling. Job sharing, in which two people 
share one full-time job is a possible solution to scheduling 
problems (Personnel Administrator, December 1983). 
A January 1983 World of Work Report, in addition to 
stating that many corporations are now offering job-sharing 
programs, predicted that a nine-month work program may become 
the newest alternative benefitting working mothers. A nine- 
month work program would allow working mothers to spend 
summers with their school age children. 
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With the increase in the number of working mothers 
there also has been an increased interest in this country 
in child care services provided by employers. Though the 
advantages were immediately apparent, the disadvantages 
were not so readily obvious. The disadvantages - long distance 
commutes during peak rush hour, parental preferences for 
neighborhood-based care, disruption of child-care due to 
job changes, lack of neighborhood friends - caused many 
European countries to eliminate on-site services and led 
many American parents to reject it as an option. A June 
1982 World of Work Report sites a recently completed Louis 
Harris survey which found little interest by family members 
in having child care facilities at the workplace. Only 20 
percent of the family members surveyed said on-site child 
care would help and most said it would help hardly at all. 
A number of options to subsidize child-care services 
for employees are receiving increasing attention. Employers 
are considering providing a voucher of full or partial 
reimbursement to employees for the cost of child care, sub¬ 
sidizing a number of slots in various community-based services, 
and developing an information and referral service for existing 
services in addition to providing some subsidies. Presently 
very few of these initiatives actually have been carried 
out, especially in the private sector (World of Work Report, 
November 1983). 
A new development several employers are considering 
adds a child-care subsidy to their employees' fringe benefit 
package, possibly as part of a flexible-benefit package. 
These subsidy arrangements have been spurred on by the 
Dependent Care Assistance Plan of the Economic Recovery 
Tax Act of 1981 which 1) increases credit available to tax 
payers for dependent-care expenses necessary to their 
employment, 2) permits an exclusion from gross income for 
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the value of employer-provided child-care services, and 3) 
provides a new depreciation system for employers who improve 
facilities by creating on-site or nearby child-care center 
for employees children. 
Do Women Leaders Want to Help Other Women Advance? 
The recognition that attitude greatly influence behavior 
is a theme that flows though C. H. Patterson's (1973) compre¬ 
hensive work on the approaches to behavior change advocated 
by psychologists such as Carl Rogers, Victor Frankl, Albert 
and Frederick Peris. Though beliefs about how behavior 
may be changed vary, there is agreement that an understanding 
of the constellation of attitudes and the identification 
of core attitudes is critical to understanding behavior. 
Speculation is mixed in respect to women leaders' desires 
and attitudes toward empowering other women. On the one hand 
is the contention that female socialization patterns lead 
women to be well-suited to empowering others. Women have 
traditionally expressed a coaching style of leadership through 
the development of internal strength and the tendency to 
be a family negotiator. As wives and mothers women have been 
socialized to serve as sources of strength and support from 
which others could draw (Van Wagner and Swansen, 1979). 
Yet other researchers conclude that female socialization 
patterns lead to exactly the opposite tendency: the tendency 
to be competitive and possessive of one's territory. Boyles 
and Newton (1978), describing the socio-psychological dynamics 
influencing women in leadership roles claim that "a woman 
and her staff have no important previous social experience 
which enables them to perceive a woman as having legitimate 
power to control and protect the external boundary of an 
CHAPTER III 
METHODOLOGY 
The objectives of this chapter are to familiarize the 
reader with the specific details of the present study and 
to provide the rationale for using a qualitive rather than 
quantitative research method. The chapter will be divided 
into three major sections. The first section includes the 
parameters of the present study and the reasons for the stated 
delimitations. A rationale for using a qualitative research 
method is presented in the second section. The last section 
of the chapter contains information on how the sample was 
chosen, selected method of gathering the data, and how the 
raw data was analyzed. 
Delimitations of the Study 
This is a qualitative, exploratory study of fifteen 
American women who are currently in executive, top, or upper 
mid-management positions; have held a position at that level 
for a minimum of two years, and who are employed in private/for 
profit organizations employing forty or more individuals 
of whom at least twenty-five percent are women. The present 
study focuses on their attitudes and their behaviors toward 
enabling other aspiring women within their organizations 
to achieve hierarchical advancement. 
The researcher's decision to study working women had 
to do with a long-standing academic and professional interest 
in women in general and, more specifically, in women's ex¬ 
periences in the workplace. The choice to work with American 
women within the private/for profit sector was an effort 
to keep the sample as homogeneous as possible. Homogeneity 
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is especially desirable in a qualitative study utilizing 
a small n. The women interviewed in this study come from 
a variety of private/for profit organizations. Three work 
for electrical manufacturing companies, two are in banking, 
two are employed in national insurance companies, two are 
from health care organizations, one works for a public utility, 
one is in advertising, another is in the newspaper business, 
one works for an information retrieval firm, another works 
in printing, and one is employed by a large diversified 
entreprenuerial corporation. Only two women work for the 
same organization and they are employed in different capacities, 
in different divisions of different branches in different 
cities. 
With a concern for practicality the study focuses on 
the attitudes and practices of American women in private/ 
for profit organizations with locations in the Northeast. 
At the time of data collection the researcher lived and worked 
primarily in the Northeast. Regardless of the Northeast 
limitation, the researcher was successful in obtaining a 
sample from a diversity of locations within that area. Subjects 
were found in cities as small as 50,000 people to large cities 
such as New York and Boston. All in all four states (New 
York, Connecticut, Massachusetts, and New Jersey) are 
represented in the sample. 
Within the Northeast sample an attempt was made to 
select women who are currently in leadership positions within 
their organizations. With an awareness that women comprise 
only five percent of all individuals in executive or top 
management positions, the researcher broadened the criterion 
of level to include upper mid-management positions as well. 
Not only did this make it possible to identify a greater 
number of possible subjects, it also helped deal with the 
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hazy line between "top" and "mid" level, and the varying 
definitions of those levels from organization to organization. 
The researcher discovered a more workable way to select subjects 
was through a consideration of the scope of their territory 
and responsibility. Thus, subjects selected to be interviewed 
are responsible for a territory no smaller than a department 
and are in positions to formulate policy. Seven subjects 
are heads of departments, two are division managers, two 
are branch managers, one is the top organizational adminis¬ 
trator, another is executive editor, one is senior vice 
president, and one is a corporate officer. 
A minimum of two years at their present level is an 
important criterion in order to assure that subjects would 
have had sufficient time to become familiar with their 
positions, the people, the situations, and resources avail¬ 
able to them. Two years also allows time for subjects to 
try out strategies and formulate an idea on how those stra¬ 
tegies may be working. 
Subjects were chosen from organizations employing no 
fewer than forty individuals in order to allow for certain 
dynamics to take place. It is important to assure that subjects 
have a variety of individuals with whom to interact, that 
there are enough people to allow for the formation of sub¬ 
groups, and that a variety of roles and positions to be filled 
would be available. Moreover, setting a criterion of a minimum 
of twenty-five percent female employees was done to assure 
that subjects would have a variety of women under them with 
whom to interact, and who may be influenced by their attitudes 
and behaviors. 
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On Exploratory Research 
The present study is an exploratory research whose 
specific goal is to examine the attitudes and practices 
of women currently in positions of leadership toward empower¬ 
ing other women to achieve hierarchical advancement. The 
broader goal of the study is consistent with the described 
purposes of exploratory studies; that is, "to discover signi¬ 
ficant variables in the field situation, to discover relations 
among variables, and to lay the groundwork for later, more 
systematic, and rigorous testing of hypotheses" (Kerlinger, 
1964, p. 406). In other words, the broader purpose of this 
study is the discovery of insights which will lay the ground¬ 
work for later hypothesis-testing and the development of 
a theoretical model of effective empowering practices. 
Though we live in an era that strongly emphasizes 
the use and testing of hypotheses and the verification of 
theory within the field of social research, researchers 
point out the indispensibility of exploratory studies to 
the scientific advancement in the social sciences. Selltiz, 
et. al. (1951) states "(I)f experimental work is to have 
either theoretical or social value, it must be relevant 
to broader issues than those posed in the experiment. Such 
relevance can result only from adequate exploration of the 
dimensions of the problem with which the research is attempt¬ 
ing to deal (p. 52)." 
Since exploratory research seeks what is rather than 
predicts relations to be found, its use in problems about 
which little knowledge is available, is especially appro¬ 
priate. The task becomes to gain familiarity with the phenom¬ 
enon with sensitivity to the hypotheses that may be derived 
from it (Selltiz, et. al., 1951). There are no existing 
theories on how women in leadership positions can effectively 
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empower other women seeking upward career mobility in organ¬ 
izations, and so the use of the principles or exploratory 
research for this study is appropriate. 
Given this objective, a proper methodological framework 
is found in what Glaser and Strauss define as the grounded 
theory (1968). In their book, The Discovery of Grounded Theory. 
Glaser and Strauss define grounded theory as a discovery 
of theory from data and illustrated by characteristic examples 
from the same data. The emphasis of grounded theory is on 
generating rather than verifying theories. The hypotheses 
and theories emerge out of collected data that are available 
in the phenomenal world (1968, p. 1-3). 
The present study will generate theory and hypotheses 
on the attitudes and practices of current women leaders toward 
empowering other women by analyzing what emerges from collected 
data (e.g. experiences of the subjects) and illustrating 
them with examples taken from the same data. This is in contrast 
to theories that are arrived at by the use of logical deductions 
guided by a priori; assumption (e.g., experimental or theory 
verification approaches). Therefore, the theoretical positions 
derived from grounded theory, rather than being logical, 
are phenomenological (1968, pp. 1-3). 
Glaser and Strauss maintain that a focus on theory 
testing can often prohibit the generation of a more rounded 
theory. Though both kinds of research endeavors are certainly 
necessary to the scientific process, grounded theory empha¬ 
sises the goal of generating rather than verifying theories. 
Second, because the broader goal of this research is 
to generate hypotheses that will contribute to future research 
on effective empowering practices, the number of cases studied 
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and the kind of evidence obtained is less crucial. The role 
of the researcher in this case is not "to know the whole 
field" nor to have all the data "from a carefully chosen 
random sample" so that she can provide a perfect description 
of the area under study; but to contribute to the development 
a theory that accounts for much of the relevant behavior 
and phenomenon under study (Glaser and Strauss, 1968, p. 
30). Recognizing that the present study is exploratory in 
nature, the sample size of fifteen who were not selected 
through a randomized sampling technique is acceptable. 
The reader will want to keep in mind the elements of 
grounded theory. In general, a theory can be thought of as 
a strategy for handling data that is collected in research. 
As a strategy it can provide a mode of conceptualization 
which enables one to describe and explain observed social 
phenonomenon. It also allows for clear categories and hypotheses 
to emerge which could be tested in later research. 
The elements of theory are, first, conceptual categories 
and their conceptual properties; and, second, hypotheses 
or generalized relations among the categories and their 
properties. In grounded theory both categories and properties 
are concepts indicated by the data. However, a category stands 
by itself as a conceptual element of theory; a property is 
a conceptual aspect of a category. Therefore, the analysis 
of the data from the present study will result in conceptual 
categories (e.g. preferred strategies for empowerment, barriers 
to empowerment). In turn each category will be accompanied 
by a description of its properties. These will be presented 
in Chapter IV, Analysis of the Data. Next, the analysis of 
the data will turn to the generalized relations between 
categories, or in other words to the generation of hypotheses 
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which will be presented in chapter V, Discussion, Summary 
and Implications. In grounded theory the only requirement 
for generating hypotheses is enough evidence to establish 
a suggestion and not an excessive amount of evidence to 
establish proof. The focus is on establishing suggestion 
and not proof (Glaser and Strauss, 1968, pp. 39-40). 
Using the grounded theory method can lead to generating 
two basic kinds of theory; substantive and formal. Substantive 
refers to theories developed for one particular substantive, 
empirical area of study (e.g. patient care, race, relations, 
deliquency, women leader's empowerment attitudes and practices, 
etc.). Formal refers to theories that are developed for a 
conceptual area of inquiry (e.g. socialization, status con¬ 
gruency, career mobility, empowerment behavior, etc.). Sub¬ 
stantive and formal theories differ in their degree of 
generality and in the strategies for arriving at each one 
(Glaser and Strauss, 1968, pp. 32-33). The present study 
seeks to contribute to substantive theory (women leader's 
attitudes and practices toward empowering other women) through 
the comparative analysis between subjects within the same 
substantive area. 
The approach recommended by Glaser and Strauss and 
followed by this researcher is to allow substantive concepts 
and hypotheses to emerge independent of the application of 
formal theory. Such an approach allows the researcher to 
be more faithful to her data, rather than forcing it to fit 
a theory. The researcher must wait to see if our formal theory 
is linked to the emergent substantive theory. Substantive 
theory, in turn, helps to generate new grounded formal theories 
and to reformulate previously established ones. Thus, by 
a progressive building up of facts, substantive theory becomes 
a strategic link in the formulation and development of formal 
theory based on data (1968, p. 34). 
Design of the Study 
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Sampling 
The sample size of the present study was fifteen 
individuals who were selected based on their ability to meet 
all the following criteria: 
are American women 
are currently in executive, top, or upper mid¬ 
management positions of their organizations (defined 
as policy making level and will include positions 
of chief executive officer; presidents; executive, 
senior, and junior vice-presidents; directors; 
divisional, regional or departmental managers) 
- are employed in organizations in the private/ for 
profit sector 
are employed in organizations of 40 or more individuals 
of which at least 25% are women. 
have held a position at executive or top management 
level for a minimum of two years 
are willing to be interviewed regarding their attitudes 
and practices toward empowering other women 
are geographically available to researcher 
Interviews were conducted with fifteen female managers 
employed in private/for profit organizations. The total sample 
ranges in age from 27 to 63 years, with the mean age being 
41 years. The length of time they have been employed in their 
current organization ranges from two to thirty-five years, 
with eleven years as the mean length of time. Of the fifteen 
subjects, eight hold line positions and seven are classified 
as staff. All have been employed at their current level for 
a minimum of two years. Thirteen and a half years represents 
the longest time at the current level and 5.9 years is the 
mean. 
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Their current organizations range in size from 45 indivi¬ 
duals to 40,000, with 1500 employees representing the median. 
The percentage of females employed in their current organi¬ 
zations ranges from 25 percent to 97 percent. The mean percent 
of women employees in the subjects' organizations is 54.6 
percent. 
Though the yearly salary range of the sample is from 
$25,000 to $75,000, more than a third of the subjects earn 
between $35,001 - $45,000 yearly. There is a wide range in 
the formal educational levels,from high school to post- 
docotorate. Two subjects indicated they had begun their careers 
with a certificate of completion from a secretarial school 
and more than third of the group continued their formal 
education by taking additional courses beyond their degree 
level. Slightly more than half of the subjects are current 
members of professional groups but only three of the eight 
hold current membership in a professional group especially 
for females. 
Eight subjects are currently married; five are divorced 
and not remarried, one is widowed, and one has never been 
married. Nine of the subjects are mothers with the mean number 
of children among them being three. 
Potential subjects were identified through existing 
contacts the researcher had within the staff at the Univer¬ 
sity of Massachusetts of Amherst, Massachusetts; through 
members of National Training Laboratories, through the staff 
at Bennington College of Bennington, Vermont; through existing 
women's resource centers (e.g. Catalyst of New York City, 
NY, and The Cleveland Career Women's Network); through manage¬ 
ment training institutes (i.e., Business Institute of the 
Associates in Education and Training, Rutland, Vermont) and 
through Execulists, Inc., an executive list brokerage company 
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of Boulder, Colorado, and through referrals from subjects 
who were participating in the study. Once potential subjects 
had been identified through one of these means, they were 
contacted through letter and a follow-up phone call by the 
researcher to obtain their cooperation as well as to make 
sure they fit the criteria stated. 
Data Collection Method 
There is a general agreement among researchers that 
qualitative methods are best suited for studies that are 
exploratory in nature and which focus on the generation of 
hypotheses contributing to the development of theory. Given 
the exploratory nature of this study, qualitative method 
of data collection was used. More specifically, the data 
collection resulted from in-depth, semi-structured, individual 
interviews. The semi-structured interview format was chosen, 
because it maximizes the amount of data that can be collected, 
gathers data in a format that lends itself to analyses, and 
allows for personal interaction so that responses can be 
probed, clarified, and expanded upon. 
Since this study sought to discover the existence of 
potential social/psychological patterns in the attitudes 
and practices of women leaders toward empowering other women, 
rather than the formal testing of propositions concerning 
the existence of given patterns, the semi-structured interview 
was most useful. "The flexibility of the unstructured or 
partially structured interview, if properly used, helps to 
bring out the affective and value-laden aspects of the subject's 
responses and to determine the personal significance of his 
(her) attitudes. Not only does it permit the subject's 
definition of the interviewing situation to receive full 
and detailed expression, it should also elicit the personal 
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and social context of beliefs and feelings" (Selltiz, 1951 
p. 263). 
Albeit, the semi-structured interview can assume a 
variety of forms, the present study utilized a focused inter¬ 
view guide which set forth major areas of inquiry designed 
to obtain answers to a number of research questions outlined 
in Chapter I, the Purpose of the Study section. Because there 
are no studies which provide answers to these questions, 
the unanticipated responses of the subjects gave rise to 
fresh hypotheses for more systematic and rigorous investi¬ 
gation. The focused interview presupposes the subject's 
involvement in the social situation being investigated (Selltiz, 
1951, p. 264). Likewise this study assumed that the women 
leaders being interviewed were involved with women employees 
and that they have access to the resources and circumstances 
to institute programs, arrangements, policies, and structures 
which can empower other women to achieve leadership positions. 
The interviews lasted approximately one and a half hours. 
All interviews were conducted by the researcher and were 
held at the office of the subject unless other arrangements 
were requested by the subject. All interviews were taped 
with permission of the subject. Appendix A supplies the guided 
interview format. 
After arrangements for a personnal interview had been 
made and prior to the day of the interview, subjects received 
by mail a letter of confirmation and a pre-interview form. 
There were two reasons for using the letter and the pre¬ 
interview form. One was to confirm and remind the subjects 
of the upcoming meeting and place; the other was to obtain 
in writing most of the demographical data for file. Appendices 
B and C supply these forms. 
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The researcher conducted two pilot intervi 
followed in the pilot interviews were identical 
used in the actual study. Information from pilot 
were utilized in the study where appropriate. 
ews. Procedures 
to those 
subjects 
Data Analysis 
Glaser and Strauss (1968) describe two general approaches 
to analyzing qualitative data: 
A. The researcher codes all relevant data and then 
'systematically assembles, assesses and analyzes 
these data" in a way that will prove a given pro¬ 
position. This method is used to provisionally 
test a hypotheses. 
B. The researcher forgoes the coding procedure alto¬ 
gether and chooses instead to "eyeball" or inspect 
his/her data for new properties of theoretical 
categories, and writes memos on these properties. 
This method is used when a researcher wishes only 
to generate theoretical ideas — new categories 
and their properties, hypotheses and interrelated 
hypotheses. The coding process would inhibit the 
researcher's ability to constantly redesign and 
reintegrate emerging theoretical notions (p. 101- 
102) . 
There is a third approach to data analysis which is 
suggested by Glaser and Strauss and was used by this researcher 
in order to capture the benefits of both of the above 
approaches. The constant comparative method, as it is called, 
combines the explicit coding procedure of approach A and 
the style of theory development of approach B. The purpose 
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of the constant comparative method i«^ +. 
theory that is "intearated a-tematicall^ generate 
. j , integrated, consistent, piausible, and close 
o the data - and at the same tin* is in a form clear enough 
to be readily, if only partially, operationalized for teltlng 
in quantitative research "(p. 102). Neyertheless the constant 
comparative method is "still dependent on the skills and 
sensitivities of the analyst and allows for some of the 
vagueness and flexibility that aid the creative generation 
of theory (p. 103). The method is concerned with generating 
and plausibly suggesting many categories, properties, and 
hypotheses, but is not concerned with provisionally testing 
hypotheses. 
The analysis of the data for this study followed five 
steps suggested in the literature on grounded theory and 
on general qualitative research methods. The steps consisted 
of developing a rough preliminary framework, coding for specific 
categories, comparing recurring incidents for deeper dimensions 
and properties, grouping lower level patterns and overarching 
concepts, and presenting the theory as a running commentary. 
The first step in analyzing data for grounded theory 
is to have a rough framework in place near the beginning 
of data collection. That framework is used to provide a helpful 
structure for the process of analyzing the data. Though grounded 
theory focuses on an evolving coherent framework rather than 
imposing one from the start, the danger of having no beginning 
framework is that a bulky irrelevant and meaningless set 
of observations will be produced. Miles believes "... the 
need to develop grounded theory usually exists in tension 
with the need for clarity and focus; research projects that 
pretend to come to the study with no assumptions usually 
encounter much difficulty" (p 119, Van Maanen, 1979). Beginning 
frameworks offer helpful initial structure and are not meant 
to be rigid or unrevisable. With that in mind, this researcher 
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reviewed the literature on women in leadership roles, empower¬ 
ment, women's attitudes in working with other women, etc. 
in order to formulate beginning frameworks to answer the 
research questions posed in Chapter I, the Purpose of the 
Study Section. For example, the literature produced a number 
of suggested, though untested, strategies by which women 
could be empowered toward hierarchical advancement in 
organizations. The researcher used these suggested strategies 
to help formulate some questions in the semi-structured inter¬ 
view format; as well as a beginning framework in which to 
categorize subjects' responses in the analysis of the data. 
As the data revealed new strategies not suggested in the 
literature, these were added as new categories. In some cases 
the literature did not provide the desired framework. For 
example, the researcher discovered there is virtually no 
literature that speaks to the question of what barriers women 
leaders are experiencing which impede their empowering attempts 
In such cases it was necessary for the researcher to proceed 
without a preliminary framework toward conceptual development. 
The second step in analyzing the data is to reduce 
the bulk of words, notes and pages into readily analyzable 
units. This is where the researcher employed the technique 
of coding. Miles and Huberman (1984) define a code as "an 
abbreviation or symbol applied to a segment of words - most 
often a sentence or paragraph of transcribed field notes 
- in order to classify the words (p. 56)." The codes are 
in essence categories which have derived from research 
questions, key concepts, developing themes, or hypotheses. 
The coding allowed this researcher to cluster segments of 
data which set the stage for analysis. 
The nature of the codes used were varied. Some codes 
were descriptive, for example. As the researcher read the 
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data she would indicate in the left hand margin whenever 
a subject described a strategy which the subject used to 
empower an aspiring woman. The codes used were made more 
specific to indicate different kinds of strategies. Some 
codes were explanatory. They were used, for example, whenever 
a subject indicated a reason for choosing one strategy over 
another, or for not utilizing some strategies at all. These 
codes often indicated themes and patterns that emerged from 
the data. 
The researcher began with a start-list of codes which 
were developed from the framework provided by the review 
of the literature, from the initial reading of a few tran- 
sciptions, and from the research questions themselves. New 
categories and codes were developed as they emerged. As the 
analysis of the data progressed, this researcher experienced 
the truth in Glaser and Strauss' (1968) observations that 
".. lower level categories emerge rather quickly during the 
early phases of data collections. Higher level, overriding 
and integrating, conceptualizations - and the properties 
that elaborate them - tend to come later during the joint 
collection, coding and analysis of the data (p. 36)." 
The third step in analyzing the data is the constant 
comparing of incidents or responses in the data. Glaser and 
Strauss (1968) emphasize that while coding an incident for 
a category it is important to compare that incident with 
the previous ones coded in the same category. This constant 
comparison of incidents begins to generate the theoretical 
properties of a category. It leads the researcher to think 
in terms of the full range of a category, its dimensions, 
its consequences, its relation to other categories, and its 
other properties. For example, in this study the researcher 
coded the incidents where subjects indicated a negative attitude 
toward the use of support groups to empower aspiring women. 
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in comparing these incidents, the researcher noted an emerging 
theme of subjects' concern over women being labeled as 
"different" or of "being segregated" from men. The researcher 
then began coding all the data for this theme. Indeed it 
was discovered to be a factor which also influenced a negative 
attitude about special training for women and as well as 
a factor which held women leaders back in general from empower- 
ing other women. 
The fourth step in analyzing the data is to group lower 
level categories into higher level patterns. The researcher 
must move from the naming of phenomena to the understanding 
of "the patterns, the recurrences, the whys" (Miles and 
Huberman, 1984, p. 67). The authors maintain that pattern 
codes most often revolve around four, often interrelated 
summanzers; themes, causes/explanations, relationships among 
people, and more theoretical constructs. Pattern coding will 
go on concurrently with the coding for lower-level categories, 
but will focus on moving from the specific to the more general. 
Miles and Huberman (1984) maintain that most pattern codes 
are "hunches"; some pan out but most don't. The ones that 
survive however, are the "conceptual hooks and the real meat 
of the analysis" (p. 68-69). 
Glaser and Miles and Huberman (1984) point to memoing 
as the vehicle to pattern codes. According to Glaser a memo 
is "the theorizing write-up of ideas about codes and their 
relationships as they strike the analyst while coding ... 
it can be a sentence, a paragraph or a few pages ... it exhausts 
the analyst's momentary ideation based on data with perhaps 
little conceptual elaboration" (as quoted in Miles and Huberman, 
1984, p. 69.). Miles and Huberman maintain that memos are 
always conceptual and do not merely report data. They instead 
tie different pieces of data together or show that a particular 
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Piece of data is an instance of a general concept 
As this researcher utilized the technique of 
memoing, she found it helpful to copy an extra set of 
transcribed notes, parts of which could be cut up, pasted, 
and filed under certain •'ideas,- or possible emerging 
patterns. Each subjects' transcription was copied on a 
different color paper so that responses could be traced back 
to the subject who made them and so that cross-subject 
comparisons could be made if desired. 
Miles and Huberman (1984) indicate that the value 
in memoing is two-fold. First of all it helps the analyst 
move from data to a conceptual level and allows him/her to 
build toward a more integrated theory of events, processes, 
and outcomes. Secondly, it is crucial when using grounded 
theory with or without the use of a preliminary framework. 
'Without memoing", the authors insist, "there is little 
oppoutunity to understand how adequate the original framework 
is, and where it needs to be revised" (p. 71). 
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The final step is the presentation of the generated 
theory. Glaser and Strauss (1968) observe that "grounded 
theory can be presented either as a well-codified set of 
propositions or in a running theoretical discussion using 
conceptual categories and their properties" (p. 31). This 
researcher has chosen the discussional form in order to 1) 
enhance the feeling or an "ever-developing" theory, 2) allow 
for the richness behind the concepts to suface, and 3) serve 
the readers’ need for ease of comprehension. 
CHAPTER IV 
ANALYSIS OF THE DATA 
This section presents and describes the data gathered 
from fifteen subject interviews. First, responses have been 
summarized in table form where they are grouped by category 
and frequency. The frequency indicates the number of subjects 
whose responses fell into each category. Instead of reporting 
responses according to the order in which specific questions 
were asked, the researcher has chosen to report responses 
according to their relatedness to the general research 
questions listed in Chapter I, the Purpose of the Study 
section. This choice was made for the purposes of continuity 
and clarity. Second, responses to each specific question 
under each general research question are described in narrative 
form so as to capture both the specifics and the richness 
of the data. 
The Extent to Which Women Currently in Positions of Leadership 
are Concerned with the Hierarchical Advancement of Other 
Women within their Organizations, and the Influences on 
their Attitudes 
Responses which fell under this question indicate 
the kinds of beliefs subjects hold which influence their 
behaviors toward empowering other women. Overall, subjects 
expressed over two and a half times more positive than negative 
attitudes toward women as a group and toward helping them 
advance within their organizations. 
All but two subjects mentioned positive attitudes 
and seven mentioned no negative attitudes at all. Table 
2 indicates the distribution of positive and negative attitudes 
among individual subjects. In almost all cases, subjects 
had clear opinions about whether or not women as a group 
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should receive special help and why. Both their positive 
and negative opinions spoke to two main issues: observations 
about women as workers, their strengths and weaknesses; 
and beliefs about whether societal systems have come far 
enough in the fair treatment of females. 
Positive Attitudes Expressed Toward Helping Aspiring Women 
Advance 
CATEGORY FREQUENCY 
Women face more external barriers 
than men 
Increasing the number of women 
strengthens all women 7 
Women have unique and valuable 
qualities to bring to the workplace 7 
Empowering other women feels good 5 
Empowering other women is a moral 
responsibility 5 
Women face more internal barriers 
than men 5 
The thirteen subjects indicating positive attitudes 
toward helping women advance gave reasons which fell into 
six main categories. They believed that 1) women face many 
more external barriers than men, 2) increasing the number 
of women advancing within the system strengthens the position 
of all women, 3) women bring unique and valuable qualities 
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to the workplace, 4) empowering other women feels good 
S) they have a moral responsibility to help other women, 
and 6) women face more internal obstacles than men. The 
responses of subjects indicated a tendency to identify with 
the struggles aspiring women face in the workplace and subjects 
saw the empowerment of women as a way to mitigate their 
own feelings of alienation. In addition to believing that 
empowering other women would correct injustices and serve 
some of their own needs, almost half of all subjects revealed 
a belief that helping women advance helped their companies 
as well. Responses of seven subjects reflected a pride in 
the special skills or quantities that they perceived women 
to bring to the workplace. Receiving good feelings from 
empowering women and perceiving empowerment to be a moral 
responsibility seemed to further reflect a belief in female 
entitlement to opportunities for advancement in the workplace. 
Women Face More External Barriers than Men 
The reason given by ten subjects for the importance 
of helping women advance was that women have a greater number 
of external barriers with which to contend. Among the external 
barriers cited were men's resistance to sharing power with 
women, organizational preferences for promoting men over 
women to the highest levels, the cultural tendency to offer 
more help to men than women, and the added pressures on 
women of domestic responsibilities. Several subjects maintained 
that the culture "favors men" and that men "still do a lot 
to hold women back." These subjects observed that men were 
given opportunities for advancement that women did not have. 
One director in the information retrieval industry stated, 
"The first obstacle women encounter is just plain resistance 
of many men in many businesses to allow women to enter the 
upper sanctum at all. Women seem not to have the opportunity 
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to be more than a number in the equal opportunity employment." 
Five subjects said they believed helping women was important 
because of an imbalance which existed within their organ¬ 
izations. They observed that men in their organizations 
held the majority of powerful positions even though the 
women clearly outnumbered them. This imbalance, well-supported 
by national statistics, was often described with a feeling 
of frustration. One bank branch manager said "There are 
so many more women than men here, but all of the officers, 
except two - myself included - are men. Only two out of 
ten are women! Before me the other woman was a token - she 
took the minutes at the meetings. They've hired men from 
the outside to be officers, never women." Another subject, 
the administrator of a nursing home claimed that when she 
"came into the field in 1970 it was almost all women. Now 
it's at least 60% men administrators." 
Subjects were quick to state that they had seen progress 
in recent years toward the inclusion of women and in 
eliminating many overt discriminatory behaviors. Yet they 
believed that "attitudinal barriers" existed which emphasized 
assistance to men. "Sure I can help men to advance," said 
a communications manager, "but men seem to help each other 
- certainly a lot more than they help women, or even more 
than women help each other." One subject who manages the 
personnel department in a national insurance company offered 
an example of how attitudes and expectations for male success 
lead to subtle yet definite pushes up the corporate ladder, 
even at the earliest stages of a career: 
Just taking the one male that I have on my staff as 
an example, he had good credentials and everything 
when he came here. And it was like, for some reason 
he got picked out as being a potential future manager 
or something. This was maybe six months into his career. 
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And this was mentioned by a few Deonle at- 1 i 
tL^XmHasn^emLr^■ t 
I1’ . d make a good manager some day ...They start 
inking about what can we do for him. Well, we better 
make sure we move him fast enough. Why are you so 
concerned about him and where's the concern for this 
woman over here? uniS 
This statement and others indicated that subjects 
saw the culture as less supportive to women in their attempts 
to succeed. "Women need an extra boost because of the way 
the culture is," stated one subject. Another observed "You're 
treated differently. People respond to you differently. 
You are under a microscope." A hospital administrator observed 
that women lack support even in their earliest plans to 
prepare for a profession: 
They're usually made to feel they're giving something 
up in the long run. A man isn't. If a woman says, 
'Well, I'm going to go to medical school for four 
years'; when she gets out of undergraduate school 
she's made to feel, well, you know, you're going to 
have to give up a lot to do that. Nobody's ever said 
that to a man. 
The additional pressures of domestic responsibilities 
were seen as an added external barrier for women. The majority 
of subjects identified strongly with the difficulties in 
balancing personal and professional demands. A communications 
manager stated "It's not only our job to produce well in 
our careers, but to take care of our babies, our children, 
and our elderly besides. How can we compete adequately with 
that kind of burden?" 
Through their examples all ten subjects reflected 
in one way or another similar sentiments to those summed 
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up by a corporate officer of a multifaceted entreprenuerial 
corporation. She said, "It's definitely a man's world and 
being a woman, it was very difficult to get where I am." 
Greater Numbers of Women Strengthen all Women 
The second most frequently indicated reason for helping 
women advance was the belief that increasing the numbers 
of women served to strengthen all women. These seven subjects 
stated their observations from their own experiences that 
women tended to be "generally very supportive and encouraging". 
A director of investments at a large insurance company said, 
"Most of my professional life, where there have been other 
women, they've been like me, and so we've been support for 
each other." These subjects saw the support they received 
from other women as a strengthening element in their careers 
not only through the confidence it helped provide but also 
because it helped them maneuver around barriers. For example, 
a staff manager at a large utility company described her 
past boss as holding her back in many ways, one way being 
his refusal to let her attend meetings she felt were her 
right and responsibility to participate in. "Fortunately," 
she said, "the line district manager was a woman. And I 
would call her and say, 'Well, I wasn't allowed to go to 
the meeting again but here's what I want you to say for 
me'." These subjects saw women's ability to identify with 
each other as the impetus toward solving problems women 
workers commonly face. Since I've done secretarial work 
in the past," stated one subject, "I understand the time 
constraints, and what's reasonable, whereas people who had 
never typed don't understand what it takes to produce something 
and therefore make unreasonable demands." Another subject, 
voicing what several subjects had said, stated, "It doesn't 
bother me when a woman comes to me to say she has to leave 
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early because her child is sick or whatever. I’ve been there, 
I know what that's like." 
Subjects talked about their need for comraderie with 
other women. Their statements revealed feelings of isolation 
and alienation, especially at their levels, which they hoped 
to eliminate through alliances with other women. One subject 
who was the highest ranking woijian in her organization said, 
I miss that comraderie, I wish I had someone like my friend 
W. whose office I could go into and hide out for a half 
an hour just to talk things out. I don't have that. I think 
that's one of the things you sacrifice at this level." The 
need to hide-out" is revealing of the kind of pressure 
a person can experience when she is one of a few. That feeling 
is apparent in the statement of another subject who says: 
We're the odd men out. There is a lack of a peer group. 
Those women who were out there before being brave 
and blazing trails, were looking for other women to 
create peer groups with. Because of ambition, and 
that unspoken ground we have in common that we're 
strong and that we're motivated, that we need, we 
attract each other. 
Increasing the numbers of women reduces the kind of 
visibility that points women out as different. As one subject 
explained, "I really would like it so that when I walk into 
a room it doesn't become so evident to me that I am the 
only woman in the room. I want some others there. I really 
think we need that." Furthermore, as the statements of two 
subjects reflect, increasing the numbers of women increases 
the liklihood that their concerns and problems will get 
attention and credibility. One subject stated,"... a lot 
of decisions men make, they've only bounced off other men, 
and they don't stop to think about how this might affect 
other people. Without women to represent other women, our 
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There was a belief among these subjects that meaningful 
changes in women's status in the workplace would evolve 
through the increase in women's numbers, especially at top 
level positions. As more women "break the precedent” of 
filling upper levels with males, proof will be established 
67 
in women's ability to lead, and "men's comfort in having 
them there will grow." The administrator of a pediatrics 
department said "I think the only way you're effectively 
going to change people is through an educational process; 
by working, getting more and more women into the workforce 
and in positions of power and authority." 
Women Have Unique and Valuable Qualities to Bring to the 
Work Place 
Seven subjects saw the value in helping women advance 
within their organizations because they believed that women 
have unique qualities, skills, and strengths to offer. 
Three of these subjects described women as harder workers 
than men. They saw them as "paying more attention to details", 
"being more consciencious", and simply "doing everything 
better, because we have to." The senior vice president 
of a well-known advertising firm stated, "The strongest 
candidates that I see come in for jobs are all women. And 
in the public relations business particularly, it plays 
to all the skills you've always had. You're verbal, you're 
outgoing, fix-it kinds of people and it's a natural place 
for women to gravitate." 
Four subjects believed women to be more "sensitive," 
and "caring" and that these qualities were an asset in 
the workplace. A hospital administrator said, "I think 
you find more empathy with a woman manager. I think because 
I am a woman manager, I know that the employees will come 
in and say, look it, I've got to talk to you and this is 
going on." The subjects were able to see the value in female 
sensitivity even though they had observed that "it's not 
supposed to count." As another subject put it, "I think 
women have a lot of things that we're almost afraid to 
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capitalize on. And I think there's a sensitivity in women 
that when we become bosses, we think we shouldn't use. 
We should no longer feel. And that's too bad." 
Similarly, in contrast to traditional thinking, there 
was a feeling among these subjects that homemaking and 
child-rearing was viable preparation for the workplace. 
The administrator of a nursing home described one of her 
own strengths as having an extremely good nature and rarely 
getting upset. She went on to say, "Of course, I had six 
children and that helps a lot to keep a good disposition." 
Furthermore she saw motherhood and homemaking as excellent 
preparation for running a nursing home. She said: 
Nothing really equips you for life in a nursing home 
better than being a mother. Because it's the same 
thing but you've got more people, more beds, more 
rooms, more cleaning products needed, more of every¬ 
thing, but really it's running a house. As a homemaker 
you have to oversee the whole picture and in a nursing 
home it's the same thing and, I think, any job. 
The editor of a newspaper in describing how critical 
it is in her business for people to be involved in a variety 
of aspects of human living in order to truly "know what 
the normal world is doing" urged women to see the importance 
of their personal lives to their work: 
I see too many women who I think have given up their 
personal lives to pursue a career. We're losing an 
important perspective. And so I am hoping that as 
there are more women in bigger positions more women 
will be finally willing to say, 'no, it's important 
to me tonight to get to my kids' school play', or, 
'it's important to me to go home and just play the 
piano for two hours,' or, 'it's important to me to 
spend a Saturday or Sunday baking.' or doing something 
that you enjoy or exercising or skiiing or doing 
all sorts of things. I think then it's going to be 
a better place to work all the way around. 
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Empowering Other Women Feels Good 
Fiv® subjects talked about the good feelings they 
experienced through helping other women in their career 
aspirations. "It gives me a lift to help," said a corporate 
officer of a large diversified corporation. Another subject, 
directing the compensation department in her organization 
explained: 
It's really tough to do it on your own. And if you 
can help someone else in a similar kind of situation, 
someone that you know is really appreciating what 
you're doing for them, they're not taking you for 
granted or the situation for granted; it just gives 
you a really good feeling, I think. 
One subject in a top administrative position explained 
that her willingness to be helpful brings a number of women 
to her office. "They usually find me. I'll find a name 
on my calendar and say 'Who's that?'. Well, she's a lady 
and she wants to meet you and one of the girls in someplace 
told her to come talk to you. It's flattering, it's real 
flattering. I think it's nice to know that you can just 
help." 
Two subjects described the rewarding feelings of 
keeping in touch with their protoges and their continued 
success. "It's been such a positive experience for me. 
I get letters from C. that are just wonderful. And it feels 
good." These subjects seemed to experience a personal sense 
of satisfaction with their protoge's acomplishments. A 
bank manager described it as "exciting" to know she's played 
a part in her protoge's success: 
She will come back to me and say 'oh, you know, I 
think of how it was a few years ago and how it is 
today, and it's all because of you!' It makes you 
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feel great. This past week we had a branch manager’s 
meeting and she gave a presentation to the strateqy 
committee. I was so proud of her because she stood 
m front of the group and talked and there wasn't 
an and, an ah, nothing. And after I said to her, 
'I was so proud of you because I've seen this; I 
saw the before and after.' 
Empowering Other Women is a Moral Responsibility 
Five subjects described attitudes which can be character¬ 
ized as a sense of moral responsibility to make it easier 
for other women. That sense of responsibility for some subjects 
came through a feeling of shared womanhood. One subject 
explained: 
As a woman myself, I think I have a responsibility 
to help other women who are coming along to give them 
support and just to sort of be there, to let them 
know they're not the first ones who have to go through 
all this. I think there's that bond, there's that 
one thing that we share that nobody else in here shares, 
the fact that we're both women. 
Another subject stressed her commitment to her all 
female staff to develop them as professional career women. 
"I have a strong affinity for working women and it's very 
important to me," she said, "It has to do with how I believe 
every person should be working - not to accept the rules 
and regulations of society or the businesses that you work 
within, but to constantly be striving for innovation and 
new ways to tackle these old problems." Two subjects saw 
it as their responsibility to pass on to other women what 
they themselves had received in their career development. 
These subjects, both in directorships in insurance companies, 
said, "I know a lot of things that I have other people helped 
me in terms of experiences, and I think it's my obligation 
to give that to somebody else"; and, "You almost feel like 
you can return to someone else, something that you got help 
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on along the line." 
Women Face More Internal Barriers than Men Do 
The view point that women experience more internal 
barriers to advancement than men do was cited by five subjects 
as reason to put extra effort into helping women advance. 
The major internal barriers were seen as a lack of confidence 
and assertiveness and a lack of adequate educational pre¬ 
paration for the business world. Both of these barriers 
were seen as a result of socialization patterns. Common 
phrases expressed were that women "don't tend to realize 
they can do as well as anybody else," "aren't socialized 
to be pushy enough," "need to be more outspoken," "should 
value themselves more." One director, in explaining her 
viewpoint that women lack assertiveness, said: 
Females are raised from the day they're born to roll 
over, to placate, to be the peacemaker. And not to 
go out there like the male and take the lion's share. 
We take the lioness' share. Piece of cake goes out 
on the dinner table, well, gee, we might be short, 
I'll take the little piece. What more can I say? And 
that's how we look at life. 
The inadequacy of women's education was seen as a 
major problem for women, especially older woman. "Younger 
women," maintained a corporate officer, "who maybe have 
listed degrees behind them have a fighting chance, but not 
older women who've been out there a while." Another subject, 
describing the women in her organization as most in need 
of empowerment, said "It's the women who've been with the 
company for 15 to 20 years. A lot of them came right out 
of high school. They've got a lot of time in and making 
it to staff assistant is like the big time to them. They 
need to be helped over that." The inadequacy in women's 
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education was seen as a direct result of the pressures society 
places on women. The overload of domestic responsibilities 
and a lack of support, according to a hospital administrator, 
made it impossible for women to keep up with men's ability 
to prepare themselves. "At all levels: Ph.D. levels, masters, 
bachelors, women are walking around with incomplete degrees, 
because they're women. They can't handle the pressure of 
It. A man couldn't either if somebody pulled the support 
out from under him too." 
In conclusion the statements and examples given by 
the seven subjects indicated a positive feeling toward women 
as a whole and a desire to see more of them advance within 
their organizations. Moreover, the majority of subjects 
revealed attitudes and behaviors which seemed to contradict 
the common contention that women, as bosses, tend to feel 
competitive with other women and to be possessive and pro¬ 
tective of their territory. These subjects took pleasure 
in working with people, encouraging, and promoting them. 
They expressed their desire to pass their titles on to women 
coming along behind them. A bank manager stated: 
Our assistant manager is ready to manage an office 
and she wants my job. And she makes no bones about 
it. 'Get moving', she says to me, 'because I need 
this job.' And I'm excited about it. She's working 
very hard for me right now. N. is capable and I wouldn't 
feel a bit bad about leaving ... and I wouldn't feel 
like, oh gosh, I'm leaving the office and it's going 
to fall apart. 
Subjects clearly saw their job to be the development 
of their subordinates. "The boss is there to support the 
subordinates, not the other way around," said one. There 
seemed to be little fear of being replaced or losing control. 
"I don't feel, contrary to some administrators, that the 
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more uninformed people are around you the safer your job 
is. I don’t believe I should ever keep people in the dark, 
expressed another subject. A division director’s statement 
reflects what seems to be true for the vast majority of 
subjects, that this generation of women leaders has moved 
beyond the "queen bee syndrome" in its attitudes toward 
other aspiring women: 
II 
To be supportive is most important. To give them an 
opportunity. And not fall into being that old matri- 
archical employer that we all hated back 10 years 
ago; the queen bee who said it's me and nobody else, 
and you all stay down there in the ranks. Not being' 
afraid of the competition from the younger women coming 
up behind me is my responsibility. 
Negative Attitudes Expressed Toward Helping Aspiring Women 
Advance 
Category Frequency 
Women are too dependent on the 
feminist movement 5 
Women display behaviors which are the 
cause of their own problems 4 
Women who are competent don't need 
help 2 
Women with small children should be 
at home 2 
Women already receive preferential 
treatment 2 
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Subjects expressed many more positive attitudes about 
empowering women than they did negative ones. As the data 
that follows will show, eight subjects revealed negative 
attitudes about "some" women and "some” kinds of "typical 
female" behaviors. However, the data showed for four of these 
subjects these feelings and beliefs served to put some limits 
on their desires to empower certain women or to use certain 
strategies, but did not hold them back from a general empowering 
attitude toward females. 
Only two subjects expressed consistently negative 
attitudes about women which seemed to hold them back from 
a general empowering approach toward them. Yet, though these 
two subjects saw women as generally under serving each were 
^kls to identify one woman she had selected for advancement 
and to whom she had offered special help. Another two subjects 
did not have strong negative feelings about women per se 
as much as they did toward the special treatment they perceived 
women were unnecessarily receiving. One of these subjects 
revealed no empowering attempts toward any woman, while the 
other was able to identify several attempts she had successfully 
made. What these four subjects seemed to share in common 
was an absence of strong positive feelings toward women, 
and even though they may have extended help to women at times 
it was not motivated by beliefs that women as a group needed 
or deserved special attention. 
Women Are too Dependent on the Feminist Movement 
The most frequent responses in the area of negative 
attitudes focused not so much on women themselves as they 
did on women's dependence on the feminist movement both to 
guarantee their success or to expain why success hasn't come. 
The clear theme in the responses of these five subjects showed 
75 
they were uncomfortable with women taking too strong a feminist 
stand. Though every one of these five subjects cited examples 
of having been the victim of discrimination themselves, they 
did not approve of women who complained too loudly or "pushed 
too hard" to right the wrongs of a sexist system. Two subjects 
talked about women who cry discrimination at times when it 
is their own lack of qualifications or competency which is 
really holding them back. The only female manager in a research 
and development department claimed that what frequently holds 
women back is "their own attitudes about themselves ... a 
mistaken impression of their own capabilities." She went 
on to describe two young women with advanced degrees who 
felt they were being discriminated against in not getting 
jobs in one of the operating departments. "They thought they 
were better than they were and, in fact, they weren't anywhere 
close to as good as the fellow who interviewed." Another 
subject saw the women's movement as fostering the misconception 
in some women that discrimination is the only reason why 
they aren't succeeding: 
I think that's why I'm not militant-it encourages people 
who really don't think things through or whose motives 
are a little confused. What I mean is they cast everything 
into the category of being discriminated against rather 
than seeing ... You know, they say 'I lost my job because 
I was being discriminated against.' But maybe you just 
weren't doing your job. 
Three other subjects voiced their concern that reliance 
on the women's movement led some women to be complacent about 
their own self-sufficiency. They perceived women as "expecting 
too much" from others or from the organizations in which 
they worked. One department head, willing to admit that the 
women's movement has made it a lot easier for her felt strongly 
that women need to help themselves rather than look to the 
organization for assistance. She cited the example of a 
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secretary in her organization, over-qualified with a masters’ 
degree, who complains she is not getting anywhere. "I really 
don’t feel too sorry for her. I mean if she wants to go some¬ 
place, she has got to find the path. We can’t create positions 
where there are not positions." As this subject’s statement 
implies, the belief that women expect too much goes hand 
m hand with the belief that women need to depend more on 
themselves for the help they desire. A corporate employee 
relations manager stated, "The thing you have to learn is 
you can’t always find a female mentor. You just have to keep 
your eyes open and work things out with whoever you need 
to." An advertising executive echoed the same belief with 
a vehemence that sounded as if she'd seen too much of it: 
Nobody's going to take care of you but you. Not the 
movement, not any affirmative action policy on the 
part of the government, not any quotas from your own 
company. You're not going to get it just because you’re 
a woman. And if you think that's going to happen, you're 
going to be terribly disappointed. 
Though this group of subjects disapproved of women 
who refused to see their own limitations, or relied too strongly 
on others to help them along, they also did not like to see 
women "pushing too hard" or being overzealous in their attempts 
to change their environments. The top ranking woman in an 
electrical manufacturing firm saw other women's attempts 
to break into the traditionally all-male management club 
and "mixing with the big shots" as simply "unnecessarily 
overdoing it." Having worked her way up in her organization 
over 35 years, she saw women as trying to use such inclusion 
as a steppingstone. "I don't like it," she added, "I don't 
think you have to do that. All the women want to be officers 
on the Board of Control. What are you trying to prove?" 
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into th°r TS SUbjeCt ^ the m°St baSiC tempts to break 
nto the male-dominated system was seen as out of line. For 
TglirZ though “ WaS °nly thS SXtremeS She wanted to caution 
g inst. Though very much aware of the importance of women 
increasing their numbers at authoritative levels, she believed 
extremist approach could be counter-effective: 
yourself ^and Ten Te UP f°r 
If somebody grabbed my ^ar-e^d^n^hi^tor^i ' d 
turn around and say stoD it R,,t T • i ievator» 1 d 
“r;:p i-S » 
listens, evenUwhen they shou?S. Pretty S°°n nobody 
Women Display Behaviors which 
Four subjects identified what they deemed "typical 
female behavior" which contributed to women's lack of advance¬ 
ment within their organizations. The theme that stood out 
among these four subjects is that women tend to be "their 
own worst enemies" and bring about their own downfall. Two 
subjects felt women were "catty" with one another, meaning 
that they gossiped behind each others' backs and undermined 
one another because of jealousy. A staff manager in a utility 
company claimed, "We do some things to ourselves that are 
really ugly. Women pass it on about women. Women always know 
what woman is doing what, who's a threat and for what reason. 
And that kind of talking, although it gets catty with men, 
gets even cattier with women." Another subject talking about 
the futility of instituting job-sharing believed that it 
is nearly impossible to find "two women who are not in conflict 
with one another." 
Some women, according to two subjects, use their sexuality 
in the hopes of advancing. "Using their feminity and acting 
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coy", flirting, or "mushy-moshing around to get her way" 
were seen as behaviors which ultimately led women to be left 
behind in their organizations. In a statement by a high-level 
manager, which denies the impact of sociological barriers, 
women are seen as the cause of their own problems: 
You|re treated the way you ask to be treated. You see 
it in the personal talk women get involved in. I've 
seen too much of the flirting, cuteness, coyness. S 
was competent but she got let go largely because of' 
this. She killed herself despite her smartness. 
One subject saw women as coming across as too "assertive" 
while another felt that women were not willing to be aggressive 
enough. And lastly one subject expressed her frustration 
that women perpetuated their own diminished status, "I have 
even heard women calling other women, other secretaries, 
their girls. And I have said to them you are not a girl; 
you're in your 40's, you're in your 50's, your are not a 
girl. Yet they don't think of themselves any differently." 
Women who are Competent Don’t Need Help 
Once again echoing a denial of societal obstacles 
for women, two subjects stated their beliefs that it wasn't 
important to help women advance because "competent people 
don't need help." Both these subjects, the top ranking women 
in their organizations, were of the firm opinion that a 
woman's competency is the only determining factor of success. 
One said, "I think if a woman is good she doesn't need help." 
The other claimed that "bright people shine" and added: 
The women that can make it will. The women who can't, 
won't; and you can't make them. You really can't give 
somebody something they haven't got. I think that 
there are few women who are really going to go a long 
way that will get stymied if they don't get help from 
another woman. 
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Women with Small Children Should be at Home 
Two subjects, one the mother of seven and the other 
the mother of three grown children, expressed their opinions 
that women with small children should be at home. They had 
negative feelings about day care settings and women who 
would choose to pursue their careers at the expense of their 
children. Both subjects spoke of witnessing the ill-effects 
on children of the working mother in their own families. 
Broadening her concern to a societal level one subject said: 
We are raising a breed of children or society of people 
who are going to be insensitive, cold people, and 
lonely. Women who have jobs and they're having babies, 
their husbands are working full-time, and they're 
returning to work and leaving these babies in the 
care of other people. Certainly, if they don't need 
that paycheck, they should be home with their children. 
Women Receive Preferential Treatment 
Two subjects perceived women as receiving preferential 
treatment and expressed concern that organizations have 
"gone overboard in terms of hiring women." One of these 
subjects, an executive in advertising, believed that more 
men were needed in her field to keep it from becoming "too 
female-heavy." The other saw women as already receiving 
an over abundance of help and not needing any more assistance 
in creating an equal opportunity. Furthermore she indicated 
that women run the risk of being promoted on factors other 
than their qualifications: 
It becomes detrimental because if women are going 
to succeed and feel comfortable with themselves, I 
think they need to know they've done it themselves 
and not been prodded up the ladder by someone else. 
I think you have to be absolutely certain that every¬ 
thing you're doing and everything you're getting is 
being done on merit. 
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Her statement reflects the attitude that if women 
receive help in advancing through organizational systems 
that help must be substituting or compensating for some ' 
inadequacy or lack of competency. 
With Whom do Subjects Identify? 
In analyzing subjects positive and negative attitudes 
about women and helping them advance within their organizations 
it was interesting to note with whom they identified. Past 
studies have shown acheiving women as identifying largely 
with men and as seeing themselves as exhibiting many tradition¬ 
ally masculine characteristics. The data on this group of 
fifteen subjects showed only one subject who seemed to identify 
more strongly with men than with women. This subject had 
worked her way up over thirty five years to be the top ranking 
female in an otherwise male-dominated company. She tended 
to see women as the cause of their own lack of achievement 
m the workplace and did not approve of their attempts to 
push for inclusion in the male system. In a revealing statement 
while discussing her assessment of her strengths she said 
her mentor had once told her she "was the only woman he 
knew who thought like a man." She was quick to add, however, 
that she wasn't sure how much of a compliment his statement 
really was. Though this one subject came closest to what 
might be seen as identifying with men, she, like two other 
subjects, expressed more of a desire not to pay too much 
attention to who they identified with: 
I never think of me as a woman. I'm non-feminine, 
not much interested in clothes, for example. My husband 
buys them. But I'm not really non-feminine. I just 
don't think about being a woman in my work. I don't 
bring the factor of being female into things. I just 
don't even think that way. I think women are too 
defensive about being a woman. I'm most of the time 
not so conscious of the fact. 
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The other twelve subjects emphasized their identification 
with other women as their statements under the section on 
Positive Attitudes indicate. Two subjects seemed to want 
to defend their right to enjoy their femininity. One said, 
"Maybe I'm old fashioned because I love being treated as 
a lady. My husband opens the door for me and I love that. 
I wouldn't want it any other way." The other, explaining 
her choice of feminine clothing, said, "I'm very much a 
girl. I don't wear little suits with high collars and bow 
ties because I really don't like the way they look on me 
for one thing. But at least I'm 5'7". 
Among the twelve subjects who saw their womanhood 
as very much a part of who they were, there was a group 
of five who stressed their unwillingness to affiliate them¬ 
selves too closely with the feminist movement. A senior 
vice president stated: 
I'm not a joiner and I never got caught up in the 
feminist movement. I know now that the movement is 
certainly responsible for the ability of a number 
of people to be helpful to me. I mean our management 
now realizes they need a couple of people like me 
in senior jobs. On the other hand, I've never been 
a flag-waving, bra-burning ardent type. 
Another subject, a hospital administrator also did 
not see herself as "an activist at all, in anyway, shape 
or form." "I've been in the trenches too long," she added. 
These subjects seemed not to object to the basic premise 
of equality for women but instead to being associated with 
the militancy and radical behaviors that often receive a 
great deal of publicity. "I was never interested in women's 
liberation," said one subject whose interview had revealed 
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several attempts to empower women, "I didn't like it. I 
thought it went to extremes. It's still kind of a touchy 
subject with me." 
In summary, subjects identify primarily with women, 
and largely reject the notion that to be successful a woman 
must become just like a man. Though subjects take pride 
in being female, there was a rejection by several subjects 
to making too strong a feminist statement. The responses 
of subjects suggest that, though they themselves value their 
femaleness, they also value fitting in and reducing the 
visibility they receive for their femaleness. 
Current Women Leaders Perceptions of the Major Needs and 
Obstacles Facing Today's Aspiring Women 
Subjects responses which fell under this question 
revealed that current women leaders believe the major barriers 
to women's advancement are external rather than internal. 
All but one subject identified at least one external barrier 
facing women, and in most cases they identified several. 
The analysis of the data that follows suggest that subjects 
see eight major external obstacles which limit women's advance¬ 
ment in the workplace. As their responses will show, they 
have encountered a great many of these obstacles themselves 
as well as witnessing them as barriers to other women. Table 
3 indicates the frequency with which individual subjects 
cited internal and external barriers to women's advancement. 
External Barriers to Women's 
Category 
Men’s commitment to one another and 
to maintaining a dominant male culture 
The additional burden on women of 
domestic responsibilities 
The resistance to women as authority 
•^icfures and the denial of their 
capability 
The belief that women are less capable 
than men 
The emphasis on women's sexuality and 
its intrusiveness in the workplace 
The tendency to offer women fewer 
rewards for their contributions 
The tendency to exhibit parental 
behaviors toward women 
The belief that women are more 
committed to family than career 
Frequency 
11 
10 
8 
7 
6 
6 
4 
4 
TABLE 3. 
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Frequency with which Subjects Cited Internal and 
External Barriers to Women's Advancement 
Subjects External Internal 
Barriers Barrie 
1 X X X X 
2 X X X X X XXX 
3 X XXX 
4 XXX 
5 X X 
6 XXX 
7 X X 
8 X X X X X X 
9 X X X X X X 
10 X X X X 
11 X X X X X 
12 XXX X X 
13 X X X X X X X 
14 X X X X X XXX 
15 X X X X X X XXX 
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Eleven subjects expressed their opinions that the 
workplace offered many more opportunities to men because 
of a male preference to work with other males. These subjects 
frequently referred to "the old boys' network", which they 
saw as an informal system by which men passed along oppor¬ 
tunities, information, and promotions to one another that 
were not similarly offers to women. Examples from their 
own lives and observations of other women's experiences 
were described with feelings of frustration and alienation. 
"I worked in about seven different industries before I came 
here," said a top-level director, "and, in my impression 
a female in that workplace, there was no place for women. 
I saw women stifled, turned off and turned out, pathetic, 
unnecessarily." A bank branch manager observed that, "Men 
stick together. Men are dicky." She went on to explain 
that decisions get made based on male loyalty rather than 
a true assessment of the issues at hand. "That's one reason 
why I've avoided going to the mat about Mr. L. I don't want 
to put the president in a position of choosing between me 
and another man; I think I'd lose." Knowing male loyalty 
to one another gives men an extra edge was one source of 
frustration to these subjects. Another was in feeling isolated 
and lacking comraderie. "I think for female professionals, 
there is a very small peer group," claimed one subject. 
Another subject, speaking about newspaper editors commented 
that, "the old boy network is still there because there 
are so many of them. Of 88 newspapers, I think maybe 15 
are women, the rest are men. So how do you compensate? Well, 
you work hard to build friendships with men." 
Comments from four subjects indicated that these women 
leaders felt men's preference for male co-workers led to 
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denying women opportunities to display their competency. 
They mentioned their own experiences. "My boss wouldn't 
bring me anywhere," said one, "But he'd bring the second 
level male manager with him. It was that little girl idea, 
she's too young, she's a girl, we're not bringing her out. 
And it really irked me to death." Another subject who served 
as an employee relations negotiator for her firm recalled, 
I had one union call my boss and say they never had negotiated 
with a female and they were not going to start now. Took 
them a year to get a contract because of that." Though never 
verbalized, men's determination "not to take a woman" was 
believed by one subject to be the reason she didn't get 
a sales job and by another subject as to why women in her 
bank were denied opportunities to go out and call on customers. 
Three subjects mentioned their beliefs that men were motivated 
by emotions such as being "intimidated" and "fearful" that 
women are after their jobs. One subject, a corporate officer 
in her company, described the difficulty in getting started 
in a controller's position as a woman, "They couldn't deal 
with a woman at the same level as they were." Several subjects 
commented on the imbalance in the numbers of men at higher 
levels in their organizations. "There are about 125 senior 
officers at [this company] and I think six or seven of those 
are female, commented one subject, "I mean that's one of 
the areas we haven't broken into very much yet." Another 
subject, speaking of the norm of advancing men said, "Well, 
just looking at it, I'm the only woman in the organization 
who's an officer. That's a sign, right?" For two subjects 
it was startling how quickly men could move into the top 
levels. One subject stated, "This company used to be female 
dominated when I started. Now there are no female executives." 
'The old boy's network' was seen by nine subjects 
as a major reason why women did not occupy more high level 
positions. Two subjects felt there was simply a lack of 
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commitment to women, a lack of desire to take any extra 
steps to see that women are included at upper levels. A 
director of investments at a national insurance company 
reported: 
1 thr saw^Tot i? term? °f Promotional opportunities 
... you saw a lot of people on fast tracks. Manaaement 
was making decisions as to who was going to get ?he 
faster^And if*- WSre 9°i"9 t0 all°W them to be Promoted taster. And if some people in those positions had 
been reaHy committed to minorities and women, we 
would have had more of a share in those growth 
experiences. 
Another subject working in personnel admitted that 
her organization was not aggressive in trying to attract 
females and minorities to apply for positions. "Sometimes 
when we have an opening we will fill it from the outside, 
but very often it is with a white male," she said, "We have 
not, at this point, to be very honest, made a big push to 
get females or minorities into the higher level jobs. They 
would never go out and say we would really like to see a 
minority or a female in here." 
Other subjects saw it as more than a lack of commitment 
to women; they believed men actively maneuvered to keep 
women from gaining access to traditionally male territories. 
One subject, in expaining why she changed companies, reported 
that her boss had always told her that he suspected that 
if he were ever to leave that she would not get his position 
because she was female. 
The formation of "velvet ghettos" was described by 
two subjects as an outgrowth of men's desires to preserve 
certain territory for themselves. A manager in a communications 
department revealed, "Communications has been one of the 
fields where women have been given professional status in 
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tthiS COmpany1 • p^lic relations is an ideal spot to put 
a woman and call her professional. But then she becomes 
stagnant in it. She's stuck and there's no place to go." 
Another fast-rising manager in a division of a utility company 
escribed the classification of jobs in her division according 
to gender. She said: 
Most of the women are at the lower levels of management 
" n°n-management fields. They're not stupid people*^ 
we h rS aUSt aS smart as the next person. But what 
we have done is, we think about certain jobs as being 
women's jobs in our little directory depirtmen?, eten. 
example, a sales job is not a woman's. A white 
pages production job is definitely a woman's. And 
a ™an and y°u 9et it means you're getting 
blackballed here. y 
Three subjects observed that important information 
was more difficult for women to obtain than for men because 
men pass on much of what they need to know through their 
comraderie with one another. "They go to bars, they discuss 
business, they discuss what's going on", said one subject. 
She went on to explain that maleness is sometimes a greater 
guarantee that one will have access to information than 
is position: 
I had this one fellow working for me, he worked 
me for three years, and he would tell me things 
were happening within the department within the 
zation that I was completely unaware of. It was 
he was playing golf and meeting his friends and 
would discuss things with him outside of work. 
for 
that 
organi- 
because 
they 
Important feedback does not reach women, claimed one 
subject, because men "are not used to applying their think¬ 
ing to include women and are simply uncomfortable with it." 
She gave the example of an all-male committee which had 
set up guidelines for an employee dress code: 
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I said, yes, you've done a marvelous ioh uith 
guys. Did you stop to talk to w °h J°b with the 
Ei£rs'r-"‘-““;k 
appropriated ?° that‘ We d°"'t know that's 
?or a girE' Self 9E what isr,,t appropriate 
what tL ’ ktS11’ that s Just a graphic example of 
ft T Hr°VieK 13• No’ they'^e not comfortable with 
stanHa H d ? ^ have the fo99iest idea how to apply 
standard3 of decent dress to women and that's not 
sSoSStXsr1'part of our job’** tb- 
Another subject echoed the same belief that women 
do not receive important feedback. She said, "it just seems 
to me that say a guy wasn't taking the right approach some¬ 
times, someone would take it upon themselves to let him 
know. If you want to get ahead here’s what you ought to 
be doing. Women don't get that information." 
A director in a division of personnel offered an example 
which revealed that men may offer other men information 
and opportunities automatically and without conscious awareness 
of their preferential treatment. She described an incident 
concerning a young man on her staff with whom she had had 
conversations to determine his career goals: 
He doesn't really have any real firm convictions about 
what he'd like to do or where he'd like to go or what 
kind of job he'd like to have or anything like that. 
One day in the middle of a conversation, totally 
unrelated to the topic, — he and I were in my boss' 
~ just out of the blue, my boss said to him, 
'Well, would you be interested in a career as the 
editor of the [company] newspaper, in-house?' And 
this just really flabbergasted me. This was just right 
out of the blue. What brought that up? B., this girl 
that's been here for quite a while, is recognized 
as really the senior person, is at a level thirteen 
now, and the guy is right now at a level eleven. And 
this job that he's talking about is a level fourteen. 
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Information comes their way, opportunity comes their 
ay. It s funny because I have to say, if that can 
happen in my department where there's a real hioh 
awareness level in all of us, . . . I mean my boss ^or 
really6anori th* h"? Wh° manages the EE0 area and he's 
fem^y g°°d and h® s really conscious of promoting 
females. But you figure if that kind of thing happens 
what's itVkSt S°^ °f happen off the cuff or whatever, 
much less a^arenessf ^ °f the C°mpany Where there’s 
The Additional Burden on Women of Domestic Responsibilities 
The second most frequently mentioned barrier to women's 
ability to advance in their careers was the added burdens 
of domestic responsibilities. As the analysis of the data 
will show, subjects responded to this issue with more emotion 
than to any other and also identified more often with 
struggling with this obstacle than any other. 
The statements of ten subjects show that women leaders 
see the combination of managing a career and a family as 
the source of a serious overload on women's time and energy. 
The task of balancing personal and professional respon¬ 
sibilities was consistently seen as "extremely difficult", 
"complicated", and "impossible." Subjects expressed much 
sympathy for working mothers. "I think you would have to 
give a tremendous amount of understanding to these young 
women who have to work today who have small children," said 
one administrator, the mother of six grown children. "I 
really don't know how career oriented mothers cope", said 
another subject. There were feelings of empathy for their 
female employees and angry feelings at what they saw as 
the unfair distribution of domestic responsibilities between 
men and women. They saw home life as a support to men while 
it served as an obstacle to women. The administrator of 
a nursing home said, "Those women that have got to go to 
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° ’ ’ Say 3 WOman that works here - do you know how back¬ 
breaking this work is? She has to go home and cook and clean 
and do everything and the guy is sitting on his butt.'' 
This statement was echoed by the manager of a bank 
branch who said, "Women have so many more responsibilities. 
Every woman who works in this office has children at home. 
Most men do not have that responsibility - even if their 
wives work." Another subject pointed out how an unequal 
distribution of domestic responsibilities puts women at 
a disadvantage: 
When we finish our day at five o'clock, we go home 
and we do those things that we have been taught to 
do or been socially responsible for doing .. Men are 
socializing more in the community and learn more about 
the community, learn more about what's happening within 
their own company, learn more about what's happening 
in the world, and are educating themselves, continuing 
their education more. Whereas women are making dinner, 
cleaning the house, doing the laundry, getting the 
kids settled. Men will help to a certain degree, but 
they are mostly selfish in taking care of their needs 
and their responsibilities to themselves. 
The perception that the demands of domestic responsibil¬ 
ities kept women from being "a well-rounded person" was 
shared by two other subjects. One subject observed, "A man 
has a wife sitting at home, ironing, cleaning, grocery 
shopping, and I could go on for a half an hour. The woman 
is splitting her life between being a person, a wife, and 
a business executive at the same time, and it’s impossible 
to do." The pressures of married life on women led one subject 
to claim that "the women who are getting ahead today are 
the ones who are not married, they're young, they're in 
their early 20's and they're not married." 
Quite apparently the emotionalism which was attached 
to many of these statements was related to subjects' ability 
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to identify from their own experiences with the struggles 
o working mothers and wives. One administrator put it simply. 
nk it s tearing women apart trying to figure out what 
they re supposed to be doing. I'm not doing too hot with 
it myself." Even subjects who did not have children of their 
felt strongly about it, as shown in a statement from 
an advertising executive, "it's incredibly complicated and 
I have nothing but admiration for women who have all the 
elements that I have plus children. I don't know how they 
do it. I think it's extraordinary. I think it's terribly 
difficult." 
The barrier women face in balancing home and career 
was perceived by subjects as a problem that was likely to 
grow and to have serious consequences. "Women are not going 
to survive in the workplace if they don't learn to do it," 
said one subject. "Just from my own personal experience," 
added another, "I know it creates a lot of resentment and 
with more and more women in the workforce, electing to stay 
with their careers after they have children, it's becoming 
a bigger and bigger problem." 
_Resistance to Women as Authority Figures and the Denial 
of their Credibility 
The tendency to deny women credibility and to resist 
their authority was cited by eight subjects as a major obstacle 
facing acheiving women. All eight subjects offered examples 
from their own lives of having to struggle through people's 
refusal to accept their decisions, to follow their lead, 
or to even deal at all with them at their position because 
of their gender. These subjects frequently commented on 
how difficult their initial experiences had been and on 
the degree of persistence and length of time it took to 
"break-through" people's resistance to their authority. 
The head of 
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a 
communications department 
claimed: 
to me°foresomercounse!Lahe ma"agers to directly 
do. They always went to my bosfand Sh°Uld 
^UfS1}^™11? Lgan tTsel 
they would come to indirectly"!?ti°n Wlth them or 
yourself-that was a hard thing to overcome!"1"' Pr°Vln9 
Not only was it a problem with co-workers 
with clients and customers, as the experiences 
manager show: 
, but 
of a 
also 
bank 
People would come in, long time customers would come 
There "T W°Uld Wait for the assistant manager 
There were two guys here when I camp anH 9 +. ’ 
would wait for them. And l d\lgThLT0 wa!t 
and they would say, 'No that's all right, we'll wait 
we 11 wait.' And I was the manager, these two guys 
were my subordinates. I just kept at it. I woufd go 
n and talk with them. When they'd come in, even if 
fory,W°h f1 S°me t0 me I,d stand and talk with them 
5hL i nfnd dQ things like this, you know. And 
then gradually they became familiar with my face 
4-ugU??S,l and then when the other guys weren't here 
thSLd HaVe t0 COme to me* So it; a11 worked out all 
right but I did take that. 
Overcoming people’s resistance seemed to take patience 
to wait until people had no choice but to deal with a woman 
and, hence, the opportunity to learn that a woman could 
be competent. For another subject the intervention of her 
boss sped up the process. "We walked into the vice-presidents' 
office for a budget meeting," recalled the administrator 
of a pediatric department," and the vice-president referred 
to me as Dr. P.'s secretary. Dr. P. turned around and said, 
'She's not my secretary. I have seven of them. She's the 
administrator of the department. You better get used to 
it' . " 
94 
Subjects expressed frustration that their ideas were 
not granted credibility 'Vpt- ,,hD . . 
^ unity, yet when it comes out of a man's 
mouth suddenly everybody listens". There seemed to be a 
J do 1thf°Ur ^ SUbJSCtS that l0Cati°n had something 
o do with people's resistance to a woman as an authority 
inTbiu7c 11S tOU9h.COmlng Under that atmosphere, especially 
O ar ethnic, male chauvenistic town like [this] 
said one executive, "Because everybody here has always seen’ 
men in charge of everything, they don't want this young 
kid, this young girl running around suddenly changing things » 
e southeast was identified by another subject as an area 
likely to be resistant to women in positions of power, "I 
found myself in the southeastern part of the U.S. where 
I was running a large multispecialty group practice of twelve 
doctors and thirty staff people. I was 24 years old. I was 
'honey a lot. They'd come in and ask for the business manager, 
'honey.'" Another subject was of the opinion that "they're 
much more chauvenistic in New England." She said, "My pro¬ 
fessional life was lonesome until I won them over with what 
I was doing." Yet another believed it was "the upper mid-west 
where more of the guys treated women in the traditional 
role . " 
As the statements of these eight subjects suggest, 
the resistance to female authority and the denial of 
credibility is likely to leave women feeling alienated, 
isolated, and unsupported. Four subjects mentioned specifically 
the lack of support they received from co-workers, especially 
male co-workers. A bank manager reported that her promotions 
got to the guys who have been around for a while who have 
never managed, who are still assistant managers. And how 
do you tell? As I got promotions, there were no phone calls." 
The pressure women feel to "prove oneself in order to be 
accepted" is pervasive and consistently applied to aspiring 
women, according to a manger in a la 
manufacturing company: 
rge electrical 
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s:TeL?hsatn^yicL°.m?^^9notve to rve —- 
I1don^1know1ofPany1SmaIe1?hatIhasn'tthIsU9h To,SSf’^ «“ — - tQUprove 
Being left unsupported at times when support is needed 
most can leave women with lasting resentments. The editor 
of a newspaper describes her organization as "not gutsy 
enough" to stand behind her until the risk of doing so was 
removed. 
^ey d^,ls they threw me out there and they 
thought we 11 throw her to the wolves and if they 
swallow her well, she lost. But if she survives, 
then we will all rally behind her and then we can 
say later on that we supported her....it becomes- 
'W!1f «e supported her. When people criticised her 
and talked about a potential conflict of interest 
we were out there saying put up or shut up.’ And nobody 
remembers they left me out there all alone for six 
months when ah I needed was even a personal confidential 
note from someone saying, hang in there. That's all 
I needed. We're still proving ourselves. We are still 
dismissed as tokens. And when a man is named as editor 
people automatically say, 'Well he's good, he deserved’ 
it.' A woman's named editor, 'Well, we'll see if she 
can handle the job.' 
The Belief that Women Are Less Capable than Men 
Seven subjects agreed that a major obstacle for women 
to overcome is the belief that they are less capable than 
men. These subjects mentioned being confronted with other 
peoples' doubts "that I would never make it as a manager 
because I was a woman," with others' opinion that "women 
aren't capable of thinking," and with innuendo "that if 
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My gender was brought ud once anH 
discussed the possibility that Was when 1 
are p^sent^i^^r ^o^0"*' 
flVe y-°"tth2Sp™eLreencfr^1de^rement 
male to be in those positions because nf tto 
type of people that they're dealina with hf h 
officials. They can be ^ery ou?spoLn ani us^ ab^ive 
language. I took it with a grain of salt, you know 
hey were saying it would be uncomfortable for me 
and as a woman would I be assertive enough, aggressive 
enough to be able to settle the types of gAevIncIs 
that would come up. Les 
Another subject who was a chief negotiator for her 
organization talked about her male subordinates' attempts 
to usurp her position because of their doubts in her ability: 
There were times when a manager would go in with me 
to negotiate, he would be my committee as such, a 
committee of two, and would have feelings as if a 
female or as just knowing who I was, thought I couldn't 
negotiate or thought it would be difficult. They were 
of the job I would do and would sit there and 
continually try to overtalk me. You know, they would 
try to become the chief spokesperson. It was difficult 
because, then I would have to break off the meeting 
and take the person outside and say, 'You are here 
as my committee, I will run the negotiations from 
our standpoint.' 
Three subjects claimed that secretaries encounter 
an emphasized denial of their capabilities, especially at 
the suggestion that they move beyond typical clerical 
responsibilities. A bank manager described the "static" 
she received from her superiors over her decision to promote 
a secretary into first-line management, "They felt that 
she was good as a secretary, but, oh, no way would she ever 
be good in management." The attitude that secretaries have 
limited capabilities results in dead-end jobs for them and 
the absence of opportunities to move onto other tracks. 
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A newspaper editor expressed her frustration with the stereo 
typed thinking that led to decreased opportunities for 
secretaries as well as unused resources for her organization 
I* iS a?y Person.in this building who is qualified 
o be the next production director, it's J She is 
sharp. She knows every part of that operation, as 
opposed to the composing room foreman who knows the 
composing room, the tech services person who knows 
the computers, the pressroom foreman who knows the 
presses. J. knows everything. J. runs things smoothly 
she doesn't fly off the handle, she doesn't intiminate 
people the way these other guys do. She should run 
it. They will never give her the job because she’s 
a secretary. 
Another subject explained that even when a secretary 
is successful in moving onto another track, she often must 
contend with lingering doubts about her capability and the 
belief that "once a secretary always a secretary." This 
vivid example was offered: 
It's really tough. There's this stigma attached to 
being a secretary and it's very difficult to break 
out of that field and to get into say a technical, 
professional or managerial type position. I know one 
girl, one woman, who is in a pretty fairly high level 
job now and she was at one time a secretary and worked, 
in fact, in the president's office. This was maybe, 
twelve or thirteen years ago that she was doing that. 
And it was all guys and they, all made reference to 
the fact that, well, you know, she used to be C.'s 
secretary. You know, it never left. It was like she 
used to be that so how can she be this now? And I 
said,' My God, well that was 13 years ago! So that 
is very difficult, the secretarial area, to break 
out of. 
It seemed likely that some of the concern over the 
attitude that secretaries have limited abilities stemmed 
from the fact that six subjects had themselves begun their 
careers as secretaries. The ability to identify with the 
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Struggle to establish one's credibility when moving from 
froCmetTaH t0 3 Pr°feSSi0nal "«» shown in this statement 
from the director of personnel: 
fh^fily.had to work harder at establishing mv cred- 
one Tywacrf'anYinUmber of reasons. Because number 
one, I was female and number two like T win T 
as- 
—e Emphasis on Women's Sexuality and it's Intrusiveness 
in the Workplace 
The responses of six subjects indicated that they 
saw an obstacle facing females in the workplace to be men's 
emphasis on women's physical attributes. The tendency to 
focus on a woman's physical characteristics or her sexuality 
was seen as diverting attention from her contributions and 
obscuring her competency and credibility. A newspaper editor 
described how she bristled at a public statement made by 
the mayor of the city concerning his discussion with a female 
reporter. The mayor, speaking of the reporter, had said, 
I told her she's so pretty, why did she get into this 
business, why didn't she become a cocktail waitress?" Not 
only does attractiveness obscure a woman's competency but 
so does height, hair color, and youth, according to a public 
relations executive. "This poor lady has got everything 
in the brains department," she said about an aspiring woman 
in her company, "Absolutely everything. She's got everything 
that she needs but she's 4'10" and I think that's a real 
problem. She gets' treated like she's cute, a kid sister 
or something. The guys come up pat her on the head, put 
their arm around her." This subject went on to speak about 
her own caution in protecting her credibility: 
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My hairdresser T. . God hi pcC 
coloring my hair cause I vetre t0 Start 
gray. And I said, 'Listen ^ ?he normal 
gray hair, that legitimizes me in my j°S^Don'^ouch 
and young"- Z7tlToo^ ^ yearS to be bothfemale young and to look young can be the kiss of death. 
he responses of four subjects indicated that 'femaleness 
is seen as an intrusive factor in the workplace. Two subjects 
whose positions required traveling and entertaining clients 
described incidents where the discomfort their male clients’ 
felt at doing business with them under those circumstances 
was quite apparent: 
I was coming as an official representative of this 
corporation. How to handle me. Normally, you have meals 
together and you're running around the country seeing 
lot of real estate and one guy in particular asked 
, We ^ad151^ns for dinner that night - whether or 
not he should bring his wife. And I said, if he chose 
to. I basically told him if he had a need to have her 
there, she was welcomed. I didn't feel the need to 
have her there. But it's those kinds of things that 
over time you work out. 
I was in an industry that is dominated by females in 
the hourly ranks and men in management. That was not 
only indicative of our company, but of every company 
m the industry, so it was very difficult particularly 
since I was negotiating union contract as the chief 
negotiator. That was very difficult for the union people 
because they, of course, were all men. Even the people 
in our business were often very uncomfortable having 
me, because I flew alot, I travelled alot, flew into 
different cities, and did alot of that work. I had 
managers tell me if there was a time, if for some reason 
I met their wife, that I was to tell them a different 
name, because you know they had to tell their wives 
that they are going to travel to some other city with 
a female and you know, they said she is 5' and 300 
pounds with a horrible case of acne. 
In both these incidents the necessity to conduct business 
with women outside the typical work environment seemed to 
arouse the anxiety that a sexual encounter rather than a 
business encounter would be suspected. 
100 
One vice president of an advertising firm gave an example 
o how her femaleness was seen as intrusive enough to keep 
her from being allowed to continue work on a very large and 
prominent tire manufacturing account. She was initially confused 
as to why they would never let her go to the test track with 
the trade editors, until she asked the previous account exec- 
utive: 
He said, 'Oh C., that's because the test track is in 
Laredo, Texas.' And the way they do it was they'd take 
the editors down to Laredo and they'd look at the new 
ires and they'd test them and drive them and all that 
stuff during the daytime. And then at nightime, they'd 
go across the border into Mexico for some fun and that's 
why they couldn't take a girl. Never did let me go. 
Pregnancy, according to three subjects, was another 
aspect of being female that their organizations found to 
be intrusive. A staff manager observed: 
It's like a sin to be pregnant. They look at L. as 
if she's an invalid or sick because she's pregnant. 
Like she's in a weakened condition and because she's 
weakened physically, people are now saying that she's 
not working as hard, she's less of an asset to the 
o^Q^nization. And that's not true. L. is working just 
as hard as I've ever known her to work. 
Two subjects mentioned that women have to deal with 
many more rumors, much more gossip, and exposure of their 
private lives. "People would question my relationship with 
my boss and imply 'Well, we know how she probably got there,'" 
said one subject. Another commented on the curiosity and 
the need to speculate and judge that people seem to feel 
toward women's romantic interests: 
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There were condescending attitudes. There were a lot 
to ho mp^s at gossip and rumor and innuendo 1 had 
to he much more guarded about my private life than 
I had ever experienced before, because everything 
was being watched and everything was being checked 
and the rumors would get funny after a while but I’ 
would find that I couldn’t go out for dinner on a 
Saturday night without it being all over [the citvl 
by a Monday morning. And so I had to be very careful 
those sorts of things. Women in visible positions 
of authority and power really have their private life 
examined constantly. -tvdue me 
The Tendency to Offer Women Fewer Rewards for their 
Contributions 
Six subjects observed that women consistently come 
up short in terms of equal pay and equal perquisites when 
compared to those offered men. Responses that fell into 
this category were expressed with strong feelings of 
frustration at what was seen as the persistance of an archaic 
and unfair practice. "Women are in executive jobs making 
terrible salaries," claimed the head of a nursing home, 
I know that a man in the same job will get at least 
$5,000 more a year. And these are brilliant well-educated 
women making under $10,000 and doing tremendous work. I 
don't know how the city gets away with it." Another subject 
added: 
When they talk about equal pay for equal work or having 
equal value, I know doggone good and well that there 
are people who are not working as hard as I am, males 
do not have the responsibilities that I have, and 
are earning more. And it is frustrating. 
The frustration extended to the realization that men 
are offered more priviledges and perquisites in connection 
with their jobs than are women. The highest ranking woman 
in an information retrieval company noted the unfairness 
at the upper levels: 
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Executive men? Once a +- i . . . 
. ,, a year at least, take vour w-i fp 
UP ?nyL^olLT and,have a g°od set^yourself 
don't dotilt vV 9 dayS< Women’ n°> no, no, you 
don t do that. Your personal life is different. Men 
of°that little3^^3 tee1, Wel1 y°U better take care t that little lady who's home or she's goinq to be 
£ fo^en?^ ^ fair' Let'S d° f°r ” 
The allotment of company time to attend to building 
contacts and networking was denied women in the banking 
field reported one subject: 
Women's Banking Assocociation meets twice a year. 
All banks are involved. We use this time to lend support 
informally to each other. Women in banking are very 
discriminated against. Men's events meet during the 
week but women's events meet on Saturday. They don't 
let women use bank time for their events. Therefore 
women don't go - they don't get paid for their time. 
It discourages women from participating because they 
have to use their free time. So they don't do their 
networking and it's not fair. 
Subjects responses indicate that a woman's time away 
from the offical duties of her job are seen as a waste of 
time, whereas a man's time away is seen as contributing 
to the welfare of the company. An advertising executive 
expressed her discouragement at seeing a quick end to the 
double-standard: 
Time is a real interesting problem here. A woman going 
to have her hair done is not well looked upon. I 
wouldn't, for example, go have my hair done in the 
middle of the day. I just wouldn't do it. On the other 
hand, the guys can go and get their hair cut...it's 
part of it...men have to get a haircut. Women go to 
the hairdresser and it's considered trivial. And I'm 
sure that's the case here. I just know as sure as 
I'm sitting here it'll be years before we get that 
out of our system. 
Another subject commented that not only did "men have 
benefit packages that would knock your socks off" but also 
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that women's strong ambitions to achieve were exploited. 
Identifying what she felt needed to be policy changes in 
organizations she said: 
° ® of th® Policies I think is not to abuse women to 
the extent they do. To realize that a woman will do 
just about anything for that opportunity to get the 
gold ring. And the company, instead of cashing in on 
it should be aware of that and help those women to 
realize that they have to balance by, first of all, 
not using them up. Most women who have gone from secretary 
into that middle ground, are on the road. They're sellinq 
they're training, they're flying all over. Don't do 
that to them! Don't do to them what you would not do 
to yourself. 
She referred back to her own experience with one of 
her bosses: 
After a year of my thinking that he was my messiah 
and giving me the chance, I realized that he was the 
one that was benefitting. He had women working for 
him, giving up their personal lives, their marriages, 
everything to work for no money. And it was all because 
we were given an opportunity, and that's all any of 
us wanted. 
One subject in a very visible position in her city 
talked about the persistence of attitudes and behaviors con¬ 
cerning equal pay despite the fact that they have been 
legislated against: 
We ran an article a month ago on public official's 
salaries, including my father-in-law's, and including 
his staff, including my husband's. And I cringed when 
that came out. Not because I didn't want people to 
know what he makes. But because I was afraid my boss 
would see his salary and say, 'Well, hey she doesn't 
need to make that much money. We won't give her that 
good a raise because look at all he makes. Ridiculous! 
Look at these two young people and what they're making 
together.' And I was really very frightened about that. 
And I don't usually have irrational fears. There's 
been enough experience in the area of comments like,' 
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JUSt get some housewife in here to work 
the job for minimum wage, 'or 'Well nee t h ?£k 
if we want to hire him9 it really diesn i Lt tLL 
AUHhx ^ybe we can find a woman who will take the 
tM„k tha^hasT "r6 t0 P9y m0re' 1 really do! I 
come a^ong. °ne °f the thin9s that has to 
know 
job. ' 
really 
Four subjects’ responses indicated their belief that 
women encounter parental behaviors from men in authority 
positions which serve to hold women back, or diminish their 
confidence. These subjects gave examples from their own 
experiences of being "forbidden, like a child" to travel, 
or being told to write up a synopsis of a seminar "as if 
I was a student." The feelings expressed ranged from indignation 
to resigned tolerance. "I was a child in his eyes," said 
one manager speaking of her boss "and it bothered the hell 
out of me." The head of a pediatrics department said of her 
boss, "He's very very talented, very Italian, very paternal 
and sometimes that does get on my nerves. But it's one of 
the things I don't go to the mat on." 
Two subjects observed that parental treatment of women 
by some men is habitual and reflexive: 
We have another manager in a nearby city, who's also 
a woman and she had exactly the same kinds of problems 
that I do. He's very crude. He calls up and starts 
yelliri9> you know, like 'What the hell's going on up 
there' not even 'I want to talk to you about something 
I heard,' like so and so is taking some time off or 
whatever. It's almost like he's my father and he's 
yelling at me about something I didn't do rather than 
two managers or two people in management discussing 
a mutual problem. 
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A division director saw parental treatment as causing 
the most damage to a woman when it resulted in usurping 
her power and was motivated by protectiveness: 
A man is trained to go in and help a woman as much 
as we were trained to let the man help.The man has 
always been told, when a woman is in need, you put 
your coat down over the puddle and let her walk. So 
I thmk that a lot of that attitude we're talking 
about where the man steps in and usurps the woman's 
responsibility, I'm sure there are a number of them 
hat are just doing it out of reflex and not out of 
hostility. 
The Belief that Women are more Committed to Family than 
to Career 
The responses of four subjects revealed their opinion 
that women are denied opportunities for advancement because 
it is believed that their commitment to their families will 
interfere with their ability or willingness to do their 
jobs. One subject who was single voiced her conviction that 
had she been married with children at home she never would 
have been offered the positions she has held. "They would 
have seen me as simply less available to them", she said. 
In the same way that the overload of personal professional 
demands on women sparked an emotional response in subjects, 
so did the denial of opportunities to women who are raising 
children. Two subjects gave examples of how they had gone 
to bat for such women. One executive, fully realizing the 
illegal behavior of a subordinate who didn't hire a woman 
because "it was a night job and she has a young child," 
called him up short: 
I said, you can't make that determination. That's up 
to her. If she fails to report to work three or four 
times, then you fire her. But you can't project yourself 
into her own personal life, to say that well, because 
she has a child, I don't think she can do this job. 
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Another manager described a lengthy conversation 
vincing her superiors to authorize the promotion of a 
despite their worry that "she had taken two maternity 
and wouldn't be stable." 
con- 
secretary 
leaves 
According to one subject, 
the assumption that women 
cannot meet the demands of their jobs if they have families 
leads to dismissing them as viable candidates especially 
for jobs that involve relocation: 
I know in our real estate area relocation used to be 
just a basic part, an accepted part of the job in order 
for someone to really achieve a senior level position 
within that area. It was almost a given that they would 
have to relocate. And they would actually not even 
approach a female and even ask her. Just assuming that, 
well, she's married, her husband works downtown, and 
they have a few kids, or whatever. 
The experience of one subject indicates that a woman's 
professionalism is seen as in jeopardy from the moment of 
her engagement: 
We were married a year ago. What was extremely interesting 
around the time I got engaged, suddenly everybody started 
acting as if I had become this giddy, blitering idiot, 
as if I could no longer deal with things because I 
was so caught up in love and the magic of engagement 
that suddenly I could no longer handle things competently. 
And I resented that. I resented the way they would 
suddenly say, 'Well you've just become so emotional 
lately' and all these stupid little statements that 
would be coming out. 
Focusing on a different aspect of this same issue, 
the editor of a newspaper talked about the common misconception 
people have that should a conflict of interest arise women 
would sabatoge their companies out of loyalty to a family 
member. She spoke of her own experience of facing allegations 
that the newspaper had taken an editorial position because 
it benefitted her father-in-law's political standing. She 
stated her belief that people must recognize that: 
In a changing society where more and more women are 
working in more and more responsible positions, there 
flict?inw bS m°re °PP°rtunities for potential con- 
flicts. We re going to have reporters marryinq 
politicians and it might be a male reporter marrying 
a female politician. And why is it that our response 
is always, get the woman out of there. We're going 
to have to recognize that people who have clearly 
defined career goals and have worked hard for those 
career goals, are not going to throw it away in one 
evening. I've worked too hard to be where I am to 
suddenly say, 'Oh, well [my father- in-law] wants 
this political position to take hold so let's just 
have the newspaper handle this.' It is a terribly 
condescending attitude about women's professionalism. 
In conclusion, it is important to note that though 
subjects identified eight major external obstacles facing 
achieving women, they also communicated their belief that 
progress was being made. Eight subjects referred to the 
positive impact made by the Equal Employment Opportunity 
Act and affirmative action. The theme that was reiterated 
throughout the responses of all fourteen subjects was that 
overt discriminatory acts against women have been greatly 
diminished. What still exists are the more subtle behaviors 
that obstruct women's progress but are more difficult to 
pinpoint and to control. One subject summed up the sentiments 
of several subjects: 
With the laws in this country today and the social 
awareness, the outright discrimination is not there. 
So we've overcome that battle and the rest of it is 
the more subtle, harder, insidious, unlegislatable 
stuff. True, there's everything from the out and out 
flagrant sexual discriminators to those that know 
better so say what they should - which are my favorites. 
I'd rather deal with the ones that don't even know 
better. It's easier, it's on the table. And then there 
are the ones that are educated and sensitive to issues. 
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And you just can't cut and dry it. 
In a similar statement, a newspaper editor agreed 
that "very visible policies" that help promote and support 
women are in place. "However," she went on, "what I still 
have to deal with are those unspoken attitudes and feelings 
that can add such pressure and can be demoralizing." Rather 
than point the finger at their organization and its’policies 
or structures, subjects were more likely to see discriminatory 
behaviors and attitudes as existing in small pockets of 
the population. An advertising executive claimed: 
I know there are problems. I know that my management 
- they're trying to understand about women. Most of 
them are in their late 50's at least, most of them 
60 or more, and it's very difficult for them. A couple 
of them have a lot of trouble realling making conversation 
with women, including me, who talks with most anybody. 
It s very hard for them. It's very hard for our clients 
who are grown up men who wear pinstriped suits and who 
have brandy and cigars after dinner in their private 
clubs where women don't go. I understand that. I can't 
be angry with them, I mean, it's not their fault. 
A bank manager, reflecting the same viewpoint that 
discrimination against women is likely to be influenced 
by age, stressed the importance of understanding and tolerance: 
Although I have to say a loot of it is generational. 
Like the men that I'm in contact with on a regular 
basis that are over 50-1 mean, their mothers just 
raised them a certain way. There;s no sense in confront¬ 
ing them although with a younger person, obviously, 
I assert my rights. That's worked out just fine for 
me because you understand it is generational and 
although they're trying, they'll never get where we 
want them to be. 
Though subjects identified eight factors as major 
external obstacles for women in the workplace, they were 
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not in agreement about what could or should be done about 
them, as the analysis of their preferences for strategies 
will reveal. For some subjects, there was a resigned attitude 
of "that's just how it is." Some felt that "a little sense 
of humor" was helpful in many situations. Others believed 
that time was needed to get over sterotypes about women 
and that "new generations of men and women won't have these 
problems." Other subjects agreed something needed to be 
done to hurry the changes along but disagreed about who 
should do the changind - women, men, or organizations as 
a whole. Later analysis in this study will clarify their 
opinions and identify the factors that influence them. 
Subjects mentioned many fewer internal barriers blocking 
women's advancement than external ones. Nine subjects in 
total volunteered opinions of the kinds of obstacles that 
originate within women themselves and which serve as 
impediments to their career success. Subjects' responses 
focused on three main issues: women's attitudes, women's 
behaviors, and women's career preparation. 
Internal Barriers to Women's Advancement 
Women lack adequate preparation for 
leadership roles 6 
Women lack agressiveness 6 
Women lack confidence 5 
Women Lack Adequate Preparation for Leadership Roles 
Six subjects believed that women come to the workplace 
without the necessary skills and sophistication to compete 
with men. Two subjects believed that women were primarily 
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“ 9 ln technical ■kills or what they referred to as 
e.PraCtlCalitleS-" A hospltal adrainistrator stressed 
importance of women '•finishing their course work and 
that"d S°methlng that makes sense." She held the opinion 
t degrees in such fields as "sociology and religion- 
in th°- °ffer ^ "C°nCrete skill-building" to help them 
eir careers, she felt strongly that women must "resist 
zzzt* 90 off to sch°o1 and take — tha: 
in 91Ve them any Vlable skills." A department-head 
skills1likeranCthCOmPany a9rSed "eed Poetical 
Is-like math, particularly some of the older women in 
the workforce." She added, "As I understand it; maybe back 
10-15 years ago math was just on of those things women just 
didn't get involved in. it was generally a male-dominated 
degree." 
The responses of four subjects showed they believed 
women to be primarily lacking not so much in technical skills 
but in the people-related skills that help one maneuver 
within systems. The need for managerial training was stressed 
by two subjects. The head of a nursing home said: 
It is a very sad thing in our business that a girl 
can go to a licenced practical nurse school for one 
year and be allowed to run a floor of forty or more 
patients with all those employees and responsibilities 
tor materials and production of standards. These nurses 
nave so little managerial training. 
A division director in the information-retrieval 
industry, observed that though the women in her company 
were skilled and talented, "what they do not know is how 
to manage and to co-exist". "Unless we teach them management 
and people skills, nothing else is important," she stated. 
Ill 
For another subject it was "presentation skills" that 
women neded; "how to get people to want to listen to you." 
turinaT °f C°mmUniCati0nS in * large electrical manufac- 
ing company believed that women lack political sophisti¬ 
cation, which she described as the understanding of "who 
to go to, how you talk to people, what's good timing." An 
overall lack of organizational vision and understanding 
was cited by another subject as women's greatest downfall: 
The [women] are competent at what they do but they 
zationafhph “ management by objectives and organi- 
keen rh ■ 10rs- They only know what they do. They 
keep their eyes only on their own territory and straiaht 
whoaHoratrer tha" a11 around> There are too many women 
ho do not know how the company works. You’ve got 
to know the whole not just what they do. They don't 
know how what they do, how their job affects the rest 
or the company. 
The responses of these six subjects indicate they 
believe women must come to the workplace armored with more 
of the technical training men have traditionally received, 
and also with greater sophistication about how organizations 
work and the skills to manage and influence others. 
Women Lack Assertiveness 
Six subjects mentioned women's lack of assertiveness 
as a major drawback to their advancement. Two subjects were 
concerned that women in their organizations did not show 
more ambition. "I don't know any woman here who has ambition, 
strangely," claimed one subject, "They all seem to be happy 
in what they are doing and it's all they want." Another 
subject, noting a similar lack of drive in the women in 
her organization, believed that such complacency negatively 
affected many others: 
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I'll tell you there are probably maybe five women 
in this area who are interested in advancing. A lot 
of girls want to receive, just reach the point where 
they become an officer. But then they want to sit 
and rest on that. They don't want to go any further. 
And that's bad because that's holding everybody back. 
Once you find one person stopping, and not wanting 
to go further, where do the rest of the people go? 
They just sit there. Sure. And we don't have a lot 
of women who are interested. They're lacking in drive 
I think they're complacent. 
For two other subjects, the problem wasn't so much 
that women lacked ambition; it was that they were not in 
the habit of being competitive. One subject, identifying 
with other women, said: 
I've always wished I was more competitive. And I think 
they're trying to address that with younger women 
in schools and making them do more things like that. 
I was never really trained to be all that competitive 
and I think that pulls women back. I'd like to see 
that. 
A top level division director speculated that competi¬ 
tiveness was all the more important today than when she 
was starting out: 
One young woman, 40ish, came up, like myself working 
for the president. Nice, intelligent, etcetera. They've 
got her still working out of the president's office. 
She could do more than that but she's not a pusher. 
She got left in limbo. She's capable of so much more. 
Why didn't somebody see that? Maybe it's because she's 
not pushy enough. Maybe in today's world - when I 
was that age it wouldn't have made any difference 
- but today maybe they do have to make themselves 
noticed to get up that one more step. Just being nice 
and capable doesn't do it. 
Though they did not agree on how to categorize the 
behavior, two subjects maintained that women needed to develop 
the habit of being more outspoken: 
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1>,£^ndl.that When a woman goes to those meetinas ok^v 
s. belng exposed to all these upper level peinle V' 
dressed nice She l00ks pretty and she • s ' dressed nice, but she never opens her mouth. And she's 
the expert on the subject. I guess they have to be 
aggressive, it's a terrible word. It's got so many 
negative connotations around it. More outspoken, in 
a very professional way. 
The main thing is to be assertive. Don't be afraid 
to let the male know how you feel, if he's wronq. 
Let him know that. Even though he's going to argue 
about it you're giving him something to think about. 
And you d be surprised at the results the next time 
around. 
Women Lack Confidence 
The response of five subjects indicated their belief 
that women's lack of confidence serves as an impediment 
to their advancement. These subjects, speaking from there 
own personal experiences, generalized that "women don't 
realize that they can do as well as anybody else" and that 
they need "to dispel the idea that they were born inadequate." 
The responses of three subjects described the lack 
of entitlement that women experience concerning their 
participation in a traditionally male domain. These subjects 
identified with women's tendency to see themselves as not 
belonging and as having over-stepped their boundaries when 
entering "a man's world" of authority and power. A department 
administrator talked about her own needs to overprove herself 
to others and to overcome her own self-doubts that resulted 
from being one woman among many men: 
Being the only woman... there's an insecurity there. 
And once you get over the fact that...you have to 
almost stop thinking of the difference of whether 
or not I'm a man or a woman, and just do your job. 
And when you feel comfortable enough to say, 'I have 
no idea what you're talking about,' or 'I don't know 
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but will try to find out.' I think that's the hardest 
ng o overcome. When I overcome that I felt prettv 
good. It was hard to get over taking things personal- 
y, taking things as a personal attack, it's just 
that^ti- n°^a personal attack. I think men handle 
that better than women do. 
Another subject, a division director, agreed that 
men feel more entitled to positions of power, and attributed 
the difference to the way females are socialized. She spoke 
of her own experiences: 
My being female, my lack of confidence in myself was 
and is my biggest barrier. At the time I came into 
the company, the company was willing to give anyone 
a chance to prove themselves in their ability so I 
had carte blanche to do. It was just overcoming and 
has continued to be overcoming my own insecurity of 
being a woman in a man's world. And I would say that's 
my biggest falldown, my biggest problem. I think it's 
something that's inherent in the way we're raised. 
I m an independent woman, and I feel very confident 
until I'm brought into the man's business world, and 
I think it's my training. My mother and my grandmother 
and all those wonderful people in my life, who said 
you can do anything within this realm. And I was raised 
in a family that could do anything. But there was 
a ceiling. Well, you can be a nurse, you can't be 
a doctor. You can be a teacher, you can't be a professor. 
You can do anything as long as you don't step into 
that male world. Why do you want to cross that bound¬ 
ary? It's going to be from my mother's position, a 
heartache, and from my father's position, ridiculous 
to even try. 
Feeling unentitled, as if one crawled under the circus 
tent without a ticket, seems to leave women unable to justify 
or explain their successes when they happen. The responses 
of two subjects support recent literature describing acheiving 
women's tendency to see themselves as fakes, frauds, or 
imposters. "I've seen women who are very, very good probably 
not go out and get what they should just because they assume 
they weren't that good," observed a manager in a research 
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and development department, "It's funny, the higher the 
degree level, the less the women assume that that they're 
capable of doing." The higher a woman's acheivements the 
greater the discrepancy is likely to be between what she's 
been led to believe were her limits and the actual reality. 
Consequently, she tries to explain this discrepancy in some 
way. The tendency in acheiving women to attribute their 
successes not to their expertise but to luck or to their 
ability to fool people is evidenced so clearly in this state¬ 
ment from a young fast-rising manager: 
I never think I'm as good as people think I am, 
Consequently, I think, Oh my God, I've pulled the 
wool over their eyes again and now I'm going to have 
to work really hard to catch up. So they don’t find 
out I'm really not this good. I guess I'm not comfortable 
with the way they view me because I don't think of 
myself that way. I'm shy and it doesn't come out in 
my personality, but it's truly there. I'm insecure, 
like I've just stated, they're going to find me out. 
I was always stepping into their environment. 
In summary, these five subjects tended to identify 
with other women in their struggles to overcome self-doubt 
and lack of confidence. Moreover, all the internal barriers 
they named were seen by several subjects as the result of 
the socialization patterns characteristic to the raising 
of females in our society, rather than inherent qualities. 
The Extent to Which Current Women Leaders are Taking Action 
Toward Empowering Other Women and the Strategies They Employ 
Subjects responses were analyzed to determine the 
different kinds of strategies they advocated to help women 
advance, which strategies they actually used, and how 
frequently they used them. 
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The Framework for Empowering Strategies (Table 4) 
shows a breakdown of the 
one strategies mentioned by subiects 
The researcher has categorised subjects responses into four 
main strategical approaches: sharing information, fostering 
inclusion, providing encouragement, and altering the environ¬ 
ment. Each main category was subdivided into general behaviors 
and subdivided once more into specific actions. 
Sharing Information 
The strategy used by most subjects to empower aspiring 
women was the sharing of information. Twelve subjects claimed 
they had put special effort into helping women by teaching 
them technical skills, informing them as to appropriate 
political moves, offering advice on career development, 
or providing access to organizational data or information. 
Altogether the twelve subjects gave forty examples of their 
efforts. 
Helping to acquire new skills. Nine subjects gave 
fifteen examples of their efforts to help aspiring women 
increase their technical skills. In all cases subjects selected 
specific women to develop. A newspaper executive, talking 
about one of the two women she had recently targeted for 
help, described the kind of one-on-one time she spent."I 
can work with her very closely in that position. And give 
her some guidance both on dealing with people and planning, 
and putting together a Sunday section, and just developing 
her as a newsperson," she explained. 
A bank manager, building a team of two, taught her 
protoge about operations. "I helped her smooth out a lot 
of rough edges. She had very little operational training 
at the time I got here and I was super at operations. And 
so together we organized the bank." 
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Another 
one-onone time 
"I taught her 
bank manager describing the success of her 
with a woman she had selected to help said 
everything I know how to do." 
I 
1 of these subjects gave evidence of their willingness 
o devote time above and beyond the regular duties of their 
jobs to teaching and showing how to attack certain tasks 
and procedures. An advertising executive gave an example 
of the kind of time that was devoted to certain selected 
protoges: 
I've spent a lot of personal time trying to teach 
some of these kids physically how to do it, the work 
How do you get on the phone and make a placement^ 
I mako y°H ke®p.track of y°ur time? The product that 
I make and put in a box essentially is an hour of 
time. How do you keep track of your time? How do you 
^ llst that functions for you? Here are a couple 
f different systems. How do you make a pitch to...what 
do you say when you get him on the phone? That's the 
basic stuff. 
The willingness to devote extra time, to be thorough, 
and to teach the implications and consequences of specific 
tasks and procedures was characteristic of the commitment 
one department manager made to the development of her protoge: 
I have tried to teach her what I know, for example, 
the actual employee laws. You know when she asked 
a question about something, instead of just telling 
her the answer, yes, no, or put down this or put down 
that I have gone through everything that I know about 
the subject trying to condense it down to a five minute 
lesson or whatever. I have tried to tell her what 
she is doing and make her understand what is behind 
it. What the possible consequences are of doing it, 
not doing it, or doing it wrong. I tried to teach 
her what I know. When she comes to me and says somebody 
wants to know something, I give her the answer to 
go back to that person. I don't call the person. 
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Two subjects talked about spending extra time with 
women on their staffs teaching them specific skills that 
were helpful in their present responsibilities, but, more 
importantly, that would make them more marketable and help 
them gain entry into future positions. A staff manager 
instituted what she called "a good writers club” in which 
she would offer on a weekly basis lessons in appraisal reports 
and general business writing to a handful of interested 
women on her staff. A bank manager elected to spend time 
with her assistant teaching her public speaking skills until 
this year she chaired one whole segment of the United Way, 
did a fantastic job, went over her goal, and had to go out 
and talk all over the place.” The administrator of a nursing 
home, rather than teaching needed advancement skills herself, 
saw that the nurses on her staff qualified for management 
level positions by starting a series of management seminars 
for them. 
Helping to gain political savvy. Seven subjects felt 
that the most important information they had to offer aspiring 
women was how to maneuver politically within their 
organizations. These subjects in eleven examples stressed 
the teaching of strategies to approach people and problems. 
They emphasized the importance of knowing "who's in and 
who's out," "how to come out looking good at meetings," 
"who are the good guys and who are the bad guys," "how to 
get around some roadblocks." A bank manager summed up what 
it meant to be politically sophisticated by saying, "It's 
mostly knowing who to approach, how to approach them, and 
then following up on the referrals that you've been given 
as well as knowing enough about the organization and where 
you get information". 
Subjects' responses revealed that they were often 
approached by aspiring women requesting help. The head of 
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a communications department described her willingness to 
be available and open to women who sought her advice: 
Three women have asked me to help them recently. Two 
were in the organization and one outside, they were 
students. And three got A's on their papirs so I must 
have done a good job with what I had to say. They 
have to be aware that even though they get into a 
professional position, it does not mean that other 
doors are going to be open to them automatically. 
You cannot sit back and just do the job and expect 
that you're going to be rewarded for it. You have 
to be assertive and you have to go after those things. 
You have to give yourself the visibility, make yourself 
visible, make your ideas known, and learn the warning 
signs of when you're being told no. Or you're not 
going to get what you want. You've got to know when 
to back off and when to press forward. And also how 
to circumvent, how to go around and when to do it. 
There are right times and there are wrong times to 
do it. 
The director of compensation in the personnel division 
of a large insurance company talked about the numerous calls 
she received to answer questions about the political appropri¬ 
ateness of certain decisions: 
Because of the position I'm in, they might have met 
me and to them I might be the only person they really 
know that they can ask about certain things. So...and 
because I'm in personnel and lot of these issues are 
personnel-related. You know, what's the right procedure 
for this, and what's the right procedure for that. 
I've gotten a lot of questions about what's the most 
effective way of achieving such and such in terms 
of, would it be a mistake to do this? How would you 
handle it, and that's where you might have to get 
into some personal advice. It's not something that's 
in the personnel administration manual but, this is 
what I would do if I were in your shoes. 
A senior vice-president in advertising discussed specific 
advice she had given up-and-coming women in her company 
on how to deal with sexist behavior: 
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I had a couple of our young ladies out on the road 
with a client in a trade show and they did a super 
job. I saw the results when they came home. And both 
of them called giggling, from a telephone booth one 
morning because we have a whole series of professional 
development seminars and we teach them about basic 
skills and problems and we discuss things and so on. 
They said, 'You gotta have one just for the girls.'* 
And I asked why? They said, 'What do you do when the 
client makes a pass at you?' Oh! I hadn't thought 
about that. I mean, I guess I sort of learned by osmosis 
how to deal with it. Nobody ever taught me, I'm sure. 
And I said,' Okay. Some night after work you can come 
over to my house and we'll have a glass of wine and 
I'll tell you how you deal with it.' And we talked 
about that and we talked about it because so many 
of our young account executives are women. And they're 
going on the road for the first time and they don’t 
really know what is expected. 
A division director also felt it was important to 
give women the tools to overcome discriminatory practices. 
Her approach was to boost their awareness, and by doing 
so, protect the rights of all woman in her company: 
I read a Psychology Today research report on the 
differences of men and women in the workplace. It 
was a favorite. It went to every woman I knew. 
Attitudinal differences, the discrimination things 
that exist within a company and a workplace, I think 
that all women should share and be aware of so they're 
not victimized by it. Because once the company is 
aware that the victims are aware, it somehow stops. 
Because they don't want to be sued. And that's what 
most of the women in here have done, have shared that 
type of information. Did you know that Joe Smo got, 
and you didn't and you have the same title, and blah, 
blah. So there is that very close group of let's protect 
each other as far as benefits and salaries and positions. 
Just as the above example shows, some subjects did 
not wait to be asked for information or advice on how to 
maneuver most effectively. Instead they stepped in and gave 
it. A hospital administrator described her action with a 
struggling secretary: 
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I said Well you want to get the damn thina out thp 9' 
do°r; don't you?' She started laughing. I slid 'Okav 
that s how you do it.' And afterwards9 she said 'You’ 
were right.' it doesn't do any good to call the’deln 
and say we need everybody's cooperation to get this 
thing done. You call the lady who's got to stands 
rox machine and made 22 copies of a 700 paqe 
Ind'^thi^119^1?"' Tel1 hSr y°U g0t a real Pr°t>lem 
that r! S y°Ur problem is- I think they learn 
that 1 think they do. How do I get this done, who 
are the good guys and who are the bad guys. 
These subjects revealed their confidence in being 
very specific with their protoges; to outline step-by-step 
strategies, to be persistant, and decisive to the point 
of telling them exactly what to say: 
There s an art to this: Now we're going into this 
meeting. Here's what I'd like you to say. Here's where 
I d like you to interject in the conversation. Don't 
show up at the meeting and say nothing. That makes 
us both look foolish. Here's what I'd like you to 
say. 
The responses of these subjects highlighted their 
belief that knowing the political strategies on how to approach 
people and problems is "the basis of the business." Their 
statements also, reveal an understanding that women often 
need very specific advice about how to get things done and 
how to play the game that men seem to have acquired through 
their common inclusion in male-dominated atmospheres. 
Providing access to organizational information. Six 
subjects gave seven examples of their attempts to increase 
access to organizational information as a way of empowering 
women within their systems. For one subject it meant that 
women would "feel more secure in knowing what's going on." 
For another it meant that women would become more knowledgeable 
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about -services the organizations provided and how to use 
them." Nevertheless, there was a lack of conviction among 
even these subjects that the passing on of organizational 
information was critical to women's success. Though they 
mentioned such actions as "sharing the minutes of meeting" 
with their proteges, and "insisting that all departments 
participate in building the budgets," there was not a strong 
feeling that women as a group had a greater need for accessing 
information than men. One subject, claiming that she 
deseminated information more according to position than 
gender, revealed that when she did pass on organizational 
information to women it was done somewhat casually: 
I funnel it more by position, than by sex. Maybe I 
can get a little tip to a woman, you know as I'm trying 
to bring P. along, give her a little tip on what this 
means and how this might have some bearing on her. 
Or maybe in the girls' room when you're standing there 
combing your hair or putting your boots on at the 
end of the day, you get chatting about some things 
and you drop information. 
The one exception was a corporate relations manager 
who felt adamant that true power comes with knowing what's 
going on within your organization. She described her 
informative approach with her assistant: 
I would let her know what I know because the informa¬ 
tion that is power is organizational information. 
Knowing what is going on in an organization is what 
makes a person powerful. Anything that is going on. 
When there is going to be a layoff in a month, if 
somebody is in trouble with their supervisor and we 
need to get her moved to a different spot, or there 
is somebody new coming onboard, or anything that is 
going on in the organization. Any of that information, 
you know even financial information, this year the 
company is doing great, this year the company is doing 
horrible and that may be why we are going to have 
a layoff. Any organizational information... that is 
powerful. The people that know what is going on are 
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the people that other people tend bn no>-,+- 
because everybody wants to know what is qoina^n™3 
emg able to teach someone how to budget or teach-in 
i^por?:nrabutC^°Untin? °r — thingUifkind of^1"9 
mportant, but the real power once you get into a 
company is knowing what's going on within the company. 
Giving career advice. The responses of three subjects 
demonstrated that they devoted time and effort beyond their 
normal duties to counseling aspiring women about their career 
development. The seven examples offered by these subjects 
focused primarily on steering women toward selecting the 
most appropriate training and educational experiences to 
increase their marketability in their chosen fields. Subjects 
also helped m identifying resources and opportunities and 
even resume writing. A corporate officer for a multi-faceted 
entreprenuerial firm discussed the outcome of the advice 
she had extended to one woman in her organization: 
I advised her to go back to school and she eventually 
became an accounting supervisor. She's just being 
promoted right now into purchasing manager. She went 
back to school, she didn't get her degree, she went 
back for about three semesters but even that helped. 
A health care administrator described the frequency 
with which she served as an advisor to aspiring women: 
Because of my situation, I've probably talked easily 
to two women a month about their career plans, easily 
two. Mostly from inside the organization but every 
once in a while I'll run into someone through a board 
I sit on or something like that who will ask me if 
I'll talk to them. Everything from helping them sit 
down and put together a resume that makes sense to 
helping them pick out courses. 
She also described her involvement with the career 
goals of those women on her own staff, even to the point 
of helping them leave their present position for a better 
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opportunity: 
I read want ads. I mean, it's just kind of, you know 
how some people read obituaries? I read want ads. 
And maybe I'll see a job that I know is just meant 
for somebody. When I first started doing it, the 
employees got really threatened, like are you trying 
to tell me something? And it's like, no, no look, 
you're going to be a lot happier. It's a lot more 
money. Remember we were talking about this. You have 
this and this skill, we can write a letter, and at 
least we will get you an interview. Let's do it. And 
it's happened. They've gone and taken another job. 
The director of investments in an insurance company 
believed that young women right out of school were those 
likely to have the greatest need for advice and direction 
in their career development. She saw her helping role as 
one of the identifying people who could be informative, 
pointing out training opportunities, encouraging further 
education, and helping to build a strategy for moving up: 
They're used to being in an educational setting where 
you're given specific assignments and specific due 
dates. And all of a sudden they're not quite sure 
what to do or how to handle the freedom. So maybe 
you can point them in a direction of somebody else 
whose worked in that department and what are some 
of the experiences that are important? Or in terms 
of the courses, this company has an institute for 
corporate education. They offer just about anything 
you want to know from GED to if you want to get a 
professional designation. What are those courses, 
how are they offered, how do you sign up for them? 
We'll also reimburse for tuition for courses that 
are job-related. You know, but you have to sort of 
sign up in advance; how do you do that? So in terms 
of trying to give them that kind of information and 
encouraging them to take advantage of what there is 
to offer. Also in trying to identify resources. A 
person is interested in a particular job or a particular 
company... how do you find out about that company? 
How do you demonstrate your real commitment to that 
field or that corporation, especially when you've 
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moved up, had a certain amount of success 
to continue to grow you've ant- +-^ P ’ then sometimes 
Fostering Inclusion 
The strategy used by eleven subjects to empower aspiring 
women was the fostering of women's inclusion among the ranks 
of the more powerful and influential people within the organi¬ 
zation. Though slightly fewer subjects used this strategy 
than the strategy of providing information, fostering inclusion 
was used more frequently overall. Subjects provided a total 
of forty-five examples of attempts to further the inclusion 
of aspiring women through helping to gain visibility, 
increasing authority, and providing useful contacts. 
Helping to gain visibility. Seven subjects gave examples 
of their attempts to empower certain selected women through 
helping them to gain visibility. These subjects utilized 
varying action steps depending on their access to and working 
relationship with key people. The most common action steps 
taken by this group were talking up the accomplishments 
of a protoge, dropping her name to influential people, and 
suggesting her for promotions. A total of twenty-two examples 
were given. One subject described how she peppered her 
conversations with her protoge's present supervisor with 
such statements as "boy, she's good; she's doing a great 
job, she’s done one hell of a job for me." She stressed 
the importance of backing up the accomplishments of her 
protoge and assuring that her contributions were recognized. 
Three subjects concurred that persistance and the willingness, 
to suggest specific jobs, or opportunities for a protoge 
was helpful. 
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A personnel manager described that her success in 
pushing her protege into the limelight came by: 
['f'ttll1/ pro"3oting her to my boss and saying that 
if there are department type task forces or project 
teams, opportunities, I would really like her to get 
involved in those, either as a member or the chair 
of those activities so that she can really gain a 
ittle more breadth in the department. And that's 
taking place right now. 
A newspaper editor, having identified a young women 
whom she believes to have exceptional writing talent, talked 
about her attempts to help her gain notice: 
I drop her name a lot. United Press International 
is looking for a science writer. They casually men¬ 
tioned it to me. Her name immediately came out. When 
Gannette news services is looking for a science writer, 
her name comes up. I've even used her as examples 
in speeches to little children 
One subject said she was presently breaking down top 
managment's resistance to promoting a certain secretary 
into heading a department by "every time they mention the 
next production director, vaguely mentioning J. and saying, 
'You all ought to pay attention to J. She could run that 
department.' 
Other action steps to increase visibility were advocated 
by four subjects. "I brought all of them to meetings with 
me a lot; they should have gone," claimed a staff manager 
speaking about her all-female team. A bank manager talked 
about her successful efforts in getting her assistant named 
to high visibility committees and public speaking opportuni¬ 
ties. "I brought her everywhere I went," she added. A manager 
of market research urged her protoges to put their names 
on their work." As supervisors they didn't write much, and 
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I wanted them to write up their own ideas to get the credit 
for them. I'm very big on giving credit to where credit 
is due." 
She went on to give an example about her assistant 
that demonstrated her stated commitment to helping her 
assistant win recognition: 
She wouldn't sign anything; she'd like ghostwrite 
for me. And I'd say 'K., you sign it. That was your 
idea.' 'Oh, no, no, no. I can't sign this.' So I'd 
say, 'Okay then, we'll sign it together.' We did that 
for a while and then she would just venture out on 
her own, and write recommendations, which was nice. 
But initially, it was like, no, no, no, or she'd come 
up with the idea - she has trouble with writing she 
needs to sharpen her writing skills, they can be 
sharpened, but she doesn't get the chance to use them 
that much-she'd come up with an idea, and I'd write 
it up, and I would submit it under her name. I'd give 
her a copy and submit it under her name. It's her 
idea. She'd say, 'You did that.' I'd say, 'No, K. 
that's all your work. I just worked it over.' So she 
got over that a little. 
The head of a communications department used her 
authority over in-house publications to see that an article 
profiling high acheiving women in her organization circulated 
through- out her organization, and especially to those who 
formulated policy. Her action came in response to top-level 
management's belief that women within the organization were 
not well qualified for higher level management positions: 
We don't have promotable people! You've got to be 
kidding. So I thought, well, it's time to do something 
about women here and how they are getting ahead. I 
found the names of the women who are ideal candidates, 
and I talked with them. And I was questioned,' Well 
why are you doing this article?' And I said' Well, 
I think that women need to be given some visibility 
on not only how far they,ve come ahead but what it 
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don ’ t^hink0 anyone ^eaffzefthlt^ ar6'' BUt 1 reallV 
5;"a" * *• - i ”ea[o.f 
you wouli assume^hey^wer e ^uch 
oTif hadC^d ^ ?enerJ ^®dager1 ^office. 
'Superwomen - let's do lomethinf for^hem* ’ Anfth 
that thld’ hS would not be satisfied with the answer 
that there aren't people from within that aren't 
promotable. There has to be. And there are 
The action taken by this subject is an example of 
creative use of one’s position and resources to effectively 
increase the visibility of aspiring women and at the same 
time to turn around beliefs and policies detrimental to 
women's advancement in her organization. 
Another subject, who identified her strength as "the 
ability to build rapport with people at all levels" talked 
about her practice of encouraging managers to help low visibi 
lity people such as women to gain more notice: 
I have done that on an on-going basis and continue 
to do it whenever I see somebody [manager] who I think 
has a lot to offer and may not be giving it, to just 
sort of do an, oh-by-the-way or define something that 
I know they can't say no to. And follow-up with that 
and it works. There are sometimes when people just 
say, 'Oh, no, here you come again.' But that's all 
right, just hear me out. 
Increasing authority. Nineteen examples of specific 
attempts to increase the authority of aspiring women were 
described by nine subjects. Their action steps included 
granting promotions, creating special positions, expanding 
responsibilities and authority, increasing pay and perquisites. 
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The following responses of four different 
demonstrated their willingness to take risks in 
their protoges. 
subjects 
promoting 
I hired a woman as a receptionist who just had an 
IXmadt:Lhnal attitude* she so bright. On the chance 
I made her program director of a program we had J ’ 
she went back to school, finishe/her masters diqree 
ihe r°lai Educatlon’ now She's over in Boston in 
the Kennedy Development Center. 
And in the 2± years she's been with me, I've promoted 
her from assistant city editor to news editor from 
news editor to lifestyles editor of the afternoon 
And6!*’ and fhu S jUSt been Prom°ted to Sunday editor. 
, d * y®.her ln as Sunday editor even though I 
d°nny yhlnk she's quite ready for it yet. She will 
still have some things that have to be worked out. 
She tends to be kind of arty, dresses flamboyantly. 
They had her pegged as a flake. They only saw the 
surface, they didn't see the qualities. So I gave 
her a lot more responsibility and I got her promoted, 
which she was thrilled to death about. She said, 'Finally 
people are taking me seriously.' And she had been 
saving them money and she was probably the most 
conscientious one they had. 
I was out on this training program that I told you 
about. I had her assume responsibility for the assis¬ 
tant manager's position, but not with any title. So 
when I came back, I went to my boss and said, 'Hey, 
she's proven herself. There's no two ways about it!' 
She worked well with the manager who was the acting 
manager while I was gone. And I knew that she was 
the one that kept things together while I was out. 
And so they made her an officer and she is now the 
assistant manager and we're pushing for another promotion 
which my boss promises me will happen after the first 
of the year, so she'll be made a banking officer. 
There was a real feeling of pride in the voices of 
these subjects as they described the successful outcomes 
of their decisions to take a chance on their protoges. Keeping 
in mind the lack of support and the challange to their 
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credibility that these subjects 
aspiring woman who has not yet 
who others tend to doubt is all 
experienced, promoting an 
proven- her abilities or 
the more risky. 
Four subjects gave examples of their attpmnf 
out new career paths for promisina fe i CarVe 
were cauoht n , 51,19 female employees who 
ere caught at levels below their potential. A director 
Of personnel stated: °r 
I really lobbied to get B = 
expanded beyond just^he inh = ? °f resP°nsibility 
it happenedbecaii^ltoo v "a LSl!pS;de' Eventually 
her a lot more involved in the ^10n and got 
.. ™° °thSr subJects singled out secretaries and moved 
them toward computer expertise: 
My secretary, I have cut back on her secretary’, time 
thosUC^m°re' 1 Can anSwer om Phone, I don't need 
those things. She types my letters and handles certain 
inmtermsrof1wordhDn9S’ bUt ShS iS learnin9 the computers 
to oao?na?e ” Processing and she is learning how 
page And ? * P^e which is by computer, lay out a 
Sf functions y1"9 W°rk her int° those kinds 
The head of an export division in an electrical manufac¬ 
turing company, described her success in creating a new 
position for an hourly worker. "I got her a special 
classification," she stated, "and she became a salaried 
employee two years ago and she's good." There are multiple 
benefits to the re-classification from hourly to salaried 
workers: increase in status, access to other job slots, 
increased authority, and higher pay. As this subject put 
it, "She makes a hell of a lot more than she could ever 
134 
have as an hourly employee, it's great 
increase when you make $50,000 a year, 
when you make $5,000." 
to get an eight percent 
it's not so great 
Two other subjects focused on merit increases and 
raises for acheiving women on their staffs, even if they 
were not able to grant immediate promotions, or move them 
to salaried positions. The head of a nursing home showed 
her desire to reward the self-improvement attempts of her 
staff: 
Just this i year had five young ladies finish a year 
f ^ ^lning as 1lcensed practical nurses. They aren't 
qualified to work yet as licensed practical nurses 
because they haven't passed their boards. But I 
immediately gave each a raise, because I feel they 
are more valuable to us with the acquired knowledge. 
Now when they get their licenses they will get another 
raise and when they take an extra pharmacology course 
s° can really put them in charge they will get still 
another raise. 
Helping to gain contacts. Two subjects mentioned a 
total of four attempts to help aspiring women gain beneficial 
contacts with individuals who are likely to pass on 
opportunities or open up doors. Both of these subjects held 
positions which brought them much visibility in the community 
and linked them to influential people in other businesses, 
government offices, and volunteer groups. "One of the biggest 
helps I can be," said a newspaper editor, "is in terms of 
identifying people to talk to - people in similar areas 
or in other realms who could give some information." A director 
of investments at the headquarters of a national insurance 
company agreed that making referrals was a common practice 
for her. She also made a habit of encouraging aspiring women 
"toward voluntary experiences, and identifying "which ones 
are good based on her skills and what her particular needs 
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sre in terms of exposure 
ways she increased the " 
women: 
. She went on to describe other 
connection power" of up and coming 
referetheme^ IT* l kn“ °f good Portions I will 
f 1 1 try to make a point of every so 
often getting people together who don't know each 
other who I think should know each other. You know 
?hino AndT^V^ 1UnCh °r after to do 
are romfodfdM ^ tW° °r three times 50 that then People 
are comforteblo enough to develop a relationship on P 
othRr °Vn’ that jUSt leads y°u to sorts of 
other places terms of other contacts. 
Providing Encouragement 
Providing encouragement emerged as a third empowering 
technique used by women in positions of authority to empower 
other aspiring women. Eight subjects gave examples of sixteen 
attempts to strengthen acheiving women in their organizations 
by what they called "offering support." The definitions 
of support fell into three main categories: individual problem 
solving and encouragement, group problem solving and encourage¬ 
ment, and authoritative backing with higher level power 
figures. 
Offering individual support. Five subjects related 
a total of ten examples of their efforts to offer individual 
support to aspiring women. Within their examples a variety 
of supportive behaviors were demonstrated including stating 
faith in a protoges ability; pointing out strengths; sharing 
one's own experiences; offering to be a confidant; and con¬ 
fronting weaknesses, decisions, and missing skills. These 
five subjects talked about "raising the confidence level" 
of a protoge, and of "extending a little moral support." 
A specific example culminating in a job offer was described 
by the executive editor of a newspaper: 
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I remember when a job opened up and my friend w. came 
over and she said, 'I don't know if I have what it 
takes to apply for this job, blah, blah, blah.'I stayed 
and talked to her and took her out to lunch and goosed 
her, and she went in and applied for it and got it. 
And the publisher later came in and said, "You're 
the one who got her to come in and ask for it, weren't 
you? It s a good thing because I wasn't going to give 
it to her unless she asked for it.' 
"Its got to come from within," stated one subject 
speaking about the need for ambitious women to develop a 
lot of "personal fortitude." She described her practice 
of extending a supportive hand to women on the rise: 
I've tried to make a point when I see a woman whom 
I know even just vaguely, promoted to an important 
position, I write off a quick note. You know, God 
bless you, good luck, if you need any advice or shoulder 
to cry on, just give me a call. Just to say I'm out 
here if you need me. 
A corporate executive stressed that though "you can't 
get them their job - that's something they have to do them¬ 
selves," what you can do is "tell them to get out there 
and do it." Another subject, on the same track, repeated 
the message she's has often given young women seeking her 
advice, "Stick in your heels and hang in there. Sometimes 
it's going to be you all alone but if you like what you're 
doing, stick to it." 
The responses of three other subjects revealed that 
support to them sometimes meant the willingness to confront 
a striving female employee on her strengths, weaknesses, 
and decisions. One subject described it as "playing the 
devil's advocate - just really pushing them to see how 
committed they are and how well thought out a particular 
decision might be." For another subject it meant coming 
down hard on the negativism of her all-female staff: 
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I really yelled at them, but I 
I was suggesting something and 
won't work, that won't work fo 
Initially when you put an idea 
them to stop thinking of every 
I stood up and I said, 'Girls, 
room now, and when I come back 
that won't work. I want to hea 
They thought, poor girl, she's 
when I came back they had a li 
can remember one time 
they said, 'Well that 
r this and that reason.' 
on the table I wanted 
idea as being bad. 
I'm going to the ladies' 
> I don't want to hear 
r why it will work.' 
really mad now. But 
st for me. 
We all see ourselves as having limited capabilities," 
explained one subject, "and I think the best you can do 
is keep pushing someone past that and letting them stretch 
and grow - even if it's uncomfortable." Being willing to 
give a protoge the proverbial kick in the pants was a technique 
used by these subjects to urge their protoges out of stagnation 
and onto new challanges. 
A personnel director summed up the impact that individual 
encouragement has on a person who is working her way up 
the corporate ladder: 
I think it's always reassuring to know that there's 
somebody there that's kind of plugging for you, that 
has shown, I'm going to give you this responsibility, 
or assignment, challenge or whatever you'd want to 
label it, and I feel you can do it, I feel that you've 
got the skills, the capability to do it. It just gives 
you the feeling of, wanting to really prove yourself, 
I guess. I hope you're right, I'm going to do it, 
I'm really glad that you've singled me out as an 
individual that you feel can advance within this area 
and I appreciate that and I'll try to live up to your 
expectations, really. 
Offering group support. Two subjects gave one example 
each of their use of support groups as a means of empowering 
other women. Both of these subjects described their support 
groups as informal get togethers, taking place after work 
hours over dinner, lunch or a few drinks. The groups did 
not have an established membership, but instead were open 
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to any woman who cared to participate. Both groups operated 
with no set agenda, but were casually geared toward discussing 
solutions to work-related problems sharing experiences, 
offering encouragement and making contacts. 
One subject offered a description of the kinds of 
issues that are discussed in her group and how the group 
benefits aspiring women: 
It's not really a formalized type of thing but we 
have dinners and lunches. It isn’t even a complete 
group. It's somehow a group that's kind of evolved. 
Every once in a while we'll say something like, let's 
invite these people along and it's not always the 
same people. It's just we get together and you just 
kind of talk about even some of the things we've talked 
about today, situations that they've faced, how they've 
handled it. There's a few women that are in this group 
that are senior officers in the company. And we just 
had some chuckles talking about their experiences 
the first day they walked into the senior officer's 
dining room which is, really almost completely filled 
with males, and their reactions to it and, if you 
sit with them, and what they talk about, how the 
conversation changes. You just talk about things like 
that and it's interesting because for people at different 
levels, they can kind of provide you with some ideas 
about what you can expect when you achieve the next 
level, what types of things, situations you'll have 
to cope with. That helps because then, of course, 
if you’ve developed this personal-type rapport with 
some of these women that you might not otherwise have 
ever had a chance to even meet, it can open up other 
avenues for you as well. Maybe you'd like to pursue 
a career or a job-change in another area and this 
person can be a source, a contact for you there. And 
might be able to put you in touch with the right people. 
It can definitely be a help. 
Lending Authoritative Backing 
Lending authoritative backing was a supportive action 
taken by four subjects in order to empower selected female 
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employees. These subjects gave four examples describing 
their willingness to back up a proteges' decisions, and 
to intervene with top management to remove obstacles to 
a proteges' advancement, "when she comes to me and says 
somebody wants to know something, I give her the answer 
to go back to the person, said one director of her assistant, 
"I don't call the person. Of if somebody comes to her and 
IS angry about what was done or whatever, I will try to 
say that she gave them the right answer and back her up." 
She explained that her practice encouraged others to see 
her assistant as believable and reliable and discouraged 
their hope of sidestepping her authority. At the same time 
it served to push her progoge "out in the front line." 
Three subjects discussed occasions when they had 
intervened with top management on behalf of a protoge to 
obtain a decision change. In all three cases, subjects had 
stepped forth and risked supporting the advancement of a 
female employee whom upper management felt was not an 
appropiate candidate. In one case a director of exports 
in a large firm made the unprecedented decision to promote 
a hard-working woman who lacked the usual credentials into 
the position of account manager. Taking a chance on the 
"potential and ambition" she had observed in the female 
employee, the subject held firm to her decision despite 
the fact that "the person who was leaving was horrified." 
"I told him she'd make it and I thought to myself she's 
going to make it, one way or another she's going to make 
it. " 
Risking one's reputation as "a good judge of people" 
seems to be the chance these subjects were willing to take. 
Two other subjects talked about interventions they had made 
to turn around a top level decision to withhold promotions 
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O pregnant women. One subject, demonstrating a hesitancy 
to reveal the truth behind her bosses' reluctance to promote 
a female employee, finally decided to talk about if 
Just... I don11 know. I cues ^ T'ln -t-oii , 
here right after she had had’her first chllk and ?hen 
she was out on maternity leave and then came back 
d ^ °n ^ternity leave again, and came back, 
and they really weren't convinced that she was going 
about h 7 weren,t sure that she was serious 
about her career. And I said I felt very strongly 
m°Ub hrru ^nd 1 wanted her promoted; I wanted her 
moved. I had to push for her but it happened. 
In a very similar situation another subject reiterated 
the conversation she had with her superiors to support the 
promotion of a female employee taking a maternity leave: 
B.'s child is almost two now, so it was a couple years 
ago when she left for maternity leave and it was right 
around the same time I was promoting her into her 
current position. I got a little bit of flack on that 
and was pretty seriously questioned about,' Well, 
how do we know she's coming back?' And I said, 'Well, 
I mean you just have to believe me on this. I would 
just be an extremely poor judge of people if I'm wrong 
on this because I’m absolutely convinced 100% that 
she's coming back to work.' I just cannot believe 
that she would have put me in the position of, where 
she told me she was coming back and say I had to wait 
ten weeks to fill her slot when all the time she knew 
she wouldn't be coming back. We just have the kind 
of relationship that I knew that she just wouldn't 
pull anything like that. So there's a situation where 
potentially her maternity leave could have gotten 
in the way of a promotion. You know, they could have 
just as easily said 'Well, we want to defer it until 
she comes back,' which would have meant it might have 
been three or four months that she wouldn't have had 
the money, the promotional increase, the whole bit. 
Walking the line between concern for the welfare of 
a protoge and concern for the welfare of the organization 
proved to be a challanging situation for all these subjects. 
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They spoke with relief and pride that tt.■ 
. , P ae that their decisions had 
:rhoutthe way they had hoped-There was ais° - —— 
that the risk they had taken was likely to win the. future 
re i i ity and also "change some assumptions." 
Altering the Environment 
A fourth general strategy utilized by subjects to 
empower women in the workplace was the attempt to make changes 
in the environment of the organization. The behaviors that 
fell in this category had in common an effort to modify 
current formal policy and procedures or to institute new 
ones. Eight subjects gave sixteen examples of their attempts 
to inititate either structural or policy changes in their 
organization. 
Initiating policy changes. Seven subjects took action 
to initate new organizational policies or changes in old 
policies as an effort to empower aspiring women. Of the 
thirteen attempts described by subjects, ten were directly 
aimed at working mothers to help them balance the respon¬ 
sibilities of their personal and professional lives. 
Instituting flextime was an action taken by four 
subjects, in an attempt, as one subject put it, "to make 
life a little bit easier." Two of these subjects instituted 
the policy change for the department they oversaw; the other 
two instituted the change over a variety of departments 
under their supervision. In three cases flextime meant giving 
employees an hour or two leeway at the beginning or end 
of the work day. One subject, describing flextime as having 
been "great" for her employees, emphasized its particular 
usefulness to working mothers: 
142 
office now wit^our girls. ^e^v tha£ here in thls 
schedule. Some of them come ir/at^-oo flexible working 
in at 8:30, some leave at b 8'00’ some come 
We all work during ?he dav t ’ S°me leaVe at 5:30. 
shift, but our hours during the^a ^ d°n' t Work ni9ht 
It's working out very wel?® The oirtS'T ^xible. 
can take a half hou/lunch o^ they can ?ake ' 
lunch. They can take their child to ?he doctor 
Another subject, heading a pediatrics department 
experimented with another level of flextime in her decision 
to let an employee plan her own schedule to accommodate 
her return to school: 
I've always let people take time off to go to class 
recep?Tonistmenil0ned bef°re Wh° 1 Pr°">oted from a 
ceptionist into a program coordinator, she had to 
er c assroom work and we let her go half time 
in the summer. But on the same token f said! ■ donM 
care when you get your job done. And if you:ve cot 
something that I can help you with, holler, But9 you 
t?m»t haVe tQ 5® herS fr°m 9 to 5.' She went half7 
time, we farmed out some of her workload a bit but 
she was probably still working 25 hours a week’ on 
Saturdays and stuff. 1 on 
Attempts to institute on-site child-care was demonstrated 
in the responses of four subjects. Two subjects talked about 
their continual, though as of yet, unsuccessful attempts 
to convince their organizations of the need and feasibility 
of an on-site child-care facility for employees. Two subjects, 
had been successful in organizing a facility on the grounds 
of their organizations. All four subjects felt strongly 
that working mothers are at a distinct disadvantage in today's 
work world due to the anxiety and inconvenience caused by 
inadequate child-care provision. A hospital administrator 
said "Just look at the women physicians alone here - they 
have a total of 60 children between them. The women residents 
- imagine doing your residency with children? You know, 
what do you do when you're on call that night?" 
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The statements of two subjects revealed the tremendous 
time commitment involved in instituting on-site child care, 
as well as the cumbersome regulations that must be followed: 
The woman who is the director of personnel has a four 
year old and realized that daycare is lacking. And 
I ve been working with her on it for a number of years 
There’s an enormous amount of state regulations you 
have to follow, right down to how high the fence is 
in the backyard. 
A director of compensation called the lack of adequate 
child care "a clear woman's issue" and described her involve 
ment with bringing on-site child-care to her company: 
I got actively involved with the problem and as a 
member of a project team which investigated the 
feasibility of what could or, should [this company] 
do as far as providing daycare for its company employees 
it was a pretty extensive project. We surveyed 
employees to see what the needs are, what situations 
they're in currently, what are they willing to pay, 
what kind of services do they have now. We went out 
and we investigated a lot of the different daycare 
facilities in the area and ultimately what we ended 
up doing was sponsoring a daycare facility which has 
been built right outside the [company] property, and 
my little boy is over there now so it worked out really 
well. It's great, You know, you get a discount. I 
think some people expected that it would be fully 
paid for by [the company], but to me it's the convenience 
of having it right next door. I mean, I used to travel 
45 minutes out of my way to get to a babysitter so 
to me, that's worth a lot. 
It seems likely that the success of bringing child 
care on site depends in part on the active involvement of 
more than one person. Both the subjects who attemped but 
failed to institute such programs in their companies were 
acting alone. 
Two subjects indicated they were actively involved 
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in bringing about a cafeteria style benefit program whereby 
employees can chose the benefits most appropriate to their 
needs. A newspaper editor talked about the pay off of such 
a program to employees with varying needs, including working 
mothers: 
We are trying to get them to consider something like 
when you have two spouses working and you have medical 
plans I think they're calling it a cafeteria type 
of benefit plan. I don't need my dental and eye benefits 
because my husband's policy automatically includes 
me. Well, then why not take that and give me it for 
child-care? Or why not take that and maybe I have 
special chiropractic needs and let me apply it to 
that or something. So we're trying to get them to 
think along those lines too. 
Another subject saw the individually designed benefit 
package as a great assistance to young women with low incomes 
who were earning a degree as part-time students. She talked 
about her commitment to bringing about a cafeteria style 
benefit plan that included tuition reimbursement: 
And how is somebody making twelve grand a year paying 
$350 for one course? It's expensive. So that's my 
thing right now. That's what I'm trying to get them 
to do. And what does a 20 year old want with a $24,000 
life insurance policy? What does she want with three 
percent of her income contributed to a retirement 
package. She'd much rather finish a bachelor's degree. 
Much rather. And she should be allowed to. 
The head of pediatrics in a large hospital mentioned 
job-sharing as a possible help to the multi-committed working 
woman. Though no other department had tried job-sharing 
and she herself was not entirely convinced that it would 
work well, she was willing to experiment with it in her 
department: 
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I have four women job-sharing right now. I'm not too 
convmced that it works in certain positions, but 
these women have thought about it a great deal. They're 
going to do it in 10-day blocks. With one working 
three days a week and then two, three, two. And I'm 
just going to kind of sit back and wait. 
The two themes that repeatedly underlie the statements 
of these subjects are a concern for working mothers and 
the willingness to grant employees more control over the 
decisions and resources that define their working conditions. 
Subjects' responses indicate a rejection of the paternalistic 
attitude that the company knows what's best for its workers. 
At the same time these subjects have acted within the framework 
of concern for the organization's welfare. 
The statement of the executive editor of a widely-cir¬ 
culated newspaper described how the needs of one new mother 
on her staff set in motion her campaign to institute a new 
child-care leave policy. She made clear her belief that 
the new policy benefitted her organization as well as her 
employee: 
The lifestyles editor came back to work for about 
a year after her son was born and then lost her live-in 
babysitter and decided she wanted to spend the next 
year at home with her child. I got for her the first 
and so far only year-long leave of absence for child-care 
in the company. And my publisher told me they wouldn't 
approve it and his regional president said they wouldn't 
approve it. And I said to myself, well, just keep 
going right on up through the ranks, because there 
is a woman who is in charge of human resources for 
the company and she does recognize personal requirements 
and personal needs. And I thought if I could get it 
as far as M., it would get approved. What do we have 
to lose by it? You lose nothing. You don't pay any 
benefits in the course of this year, you don't pay 
any salary. All you do is make a commitment to this 
woman that at the end of her year, if there is a job 
available for her to have when she comes back, she 
comes back at the same level of seniority at which 
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she left. And so you have some sort of a 
experienced, talented editor. 
tie on an 
As the statement of this subject reveals, there is 
a belief among these subjects that if policy changes which 
benefit working mothers are to come about it will likely 
be at the initiation of other women. Though subjects who 
had children of their own showed that they identified with 
the needs of other working mothers, the two subjects who 
had made the greatest number of attempts to alter policy 
had no children of their own. 
Initiating structural changes. Three subjects offered 
examples of their successful attempts to alter the structure 
of their organization in order to empower the individuals 
within the system. The employees who benefited in all three 
cases were primarily women who worked in traditional female 
jobs - nurses and secretaries. 
The head of a nursing home altered the reporting process 
in her organization in order to increase the opportunities 
to exercise more autonomy at lower levels. Operating from 
the belief that "the best work you get out of people is 
to give them their little realm," she eliminated the practice 
of authorizing various staff decisions and turned over more 
authority to her personnel. She stated: 
The dietary department-the supervisor runs it. The 
social worker does all her own work. The activities 
leader, the director of nurses and her assistant and 
all the supervising nurses-they run their own little 
ship. I'm kind of the guiding spirit, I bring them 
the changes in the laws. 
Two subjects talked about the efforts they had made 
to upgrade the status of secretaries and to develop career- 
paths for them in the companies in which they worked. Both 
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had begun their own careers as a secretaries. A department 
manager in personnel identified with the need secretaries 
felt not "to be viewed as the nine to five Dolly Parton 
type employee." Having spent hours in meetings with the 
secretarial staff, she explained, "many don't want to move 
A lot of them say they enjoy being a secretary." What they 
want is to get credit and they want to be valued for what 
their contribution is." She went on to describe the plan 
of action she and her staff initiated which culminated in 
a fairer reward system and a career-path for secretaries: 
One of the things that we did was to try to help 
alleviate what was in the past a problem for secretaries. 
A secretary's level was determined strictly by the 
level of the principal, rather than by what her 
individual responsibilities were. It was just one 
of those practices where you have a pretty much female 
dominated group whose grades are being dictated by 
their principal, which is primarily a male-dominated 
group. Their grades just gave no credit for what their 
specific responsibilities were. Maybe they were doing 
the department's budget or they were juggling appoint¬ 
ments, or making conference arrangements. So what 
we ended up doing was developing a career path-type 
format for them so that there were three levels, 
administrative levels that were available to them. 
They could progress, depending on their growth and 
their taking on more administrative type respon¬ 
sibilities . 
Breaking precedents. The interviews with the fifteen 
subjects revealed that subjects served to empower other 
women by providing them with role models that had been pre¬ 
viously lacking. Eleven of the fifteen subjects indicated 
that they were either the first or only women to fill a 
significant high level position or else were currently the 
top ranking women in their organizations. The following 
statements from different subjects gave examples of the 
territory they have pioneered: 
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"I was the first woman manager that they ever had 
at the bank." 
I am the highest ranking woman in this field in the 
whole city." 
"I am the only woman that is a corporate officer." 
"I succeeded a man who had been here forty years, 
was well known in the community. I came here as top 
editor-a single woman, 27 years old." 
"I was one of the first to move along at the time." 
"I was made an officer. There was only one other woman 
of ficer." 
"When I graduated from business school in 1973 in 
Missouri, I had courses where I was the only female 
or one of two females." 
"I was the first woman administrator hired in the 
medical center. In five years there's been only one 
other woman hired to head a clinical department." 
"I am the top ranking woman in my company." 
A hospital administrator talked about what breaking 
the all-male precedent can mean: 
Five years ago everybody thought he was crazy to hire 
me, 'What's he going to do with her? 'What is she 
going to do?' 'What do you mean she's going to take 
care of the money?' But I did it-we all did it. They 
finally saw we [female administrators] could sit in 
on meetings and make recommendations and they weren't 
frivolous, they had some depth, they had some worth. 
And I think we all try harder, we all show up at meetings 
with everything we're supposed to have. There s four 
of us out of twentyfive. We're all overacheivers. 
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These subjects succeeded when the obstacles they faced 
were very great. They reported that their credibility was 
challanged, their authority was resisted and they lacked 
support both on the job and home. They had little choice 
but to be overacheivers if they were to succeed. As in the 
statement of a branch manager, these subjects frequently 
communicated a sense of victory: 
I was here for three years and I couldn’t get it [the 
branch] going. People just didn't have confidence 
in me. I know that now; I didn't know then. My boss 
kept saying 'What's the matter? Why aren't you developing 
business?' I was out there working hard, you know. 
But it took time for them to gain confidence in me. 
In 1981 things broke-and in two years I doubled the 
deposits of this bank. We're at twenty-nine million 
now and that's in two years! 
The hard work involved in succeeding as the only woman 
in a demanding position left one subject feeling that her 
major contribution to the empowerment of other women is 
in the example she has set. "I tend to do more by example," 
she said, "than by trying to actively clear the way for 
somebody else." 
Another subject agreed that serving as a role model 
is something high level women can do for other aspiring 
women, although she advocated a more active involvement: 
Other people view us as role models and will ask us 
questions about how the company operates, or how you 
get certain things done. And I'll always take time 
with people like that to point them in the right 
direction. And there are a few people I have worked 
with and will continue to work closely with in terms 
of their own career development. 
Another subject having moved from a sectretarial position 
to a top level directorship in a fast growing company, used 
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her unique status and circumstances to influence upper manage¬ 
ment toward fair practices for women and, in particular, 
secretaries. She said,"It reminds them constantly. As long 
as I am here, I can remind them and urge them to change 
things. And they will do that. They're aware enough that 
they need to and they want to." 
In summary, fifteen subjects reported a total of 128 
attempts to empower other aspiring women. The distribution 
by subject and strategy is shown in Table 5. 
The Factors Influencing on Current Women Leaders' Choices 
of Whom to Empower 
All but one subject indicated she had selected at 
least one aspiring women to whose career development she 
devoted special time and energy. All fourteen chose aspiring 
women within their organizations and four had also mentored 
women outside their organizations. 
The responses of subjects indicated they looked for 
seven major characteristics in the women they chose as 
protoges. The aspiring women who received special attention 
from these subjects were described as ambitious, willing 
to get themselves educated, interpersonally skillful, 
intelligent, competent with tasks and technical skills, 
loyal, and calm in a crisis. Moreover, seven subjects indicated 
they had caring feelings about their protoges and found 
the working relationship with them personally satisfying. 
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ected Protoqe^ 
Category 
Ambition 
Frequency 
12 
Willingness to receive formal educati ion 8 
Strong interpersonal skills 
Intel1igence 
Competency with tasks and technical 
skills 
Loyalty 
Ability to remain calm in a crisis 4 
Miscellaneous: (knowledge of organization, reliability, 
sense of humor, willingness to work on 
mistakes) 
Ambition 
Ambition was named most often by subjects as the 
characteristic they look for in women they choose to help. 
They described ambition in a variety of ways: "initiative", 
"really wanting to work hard" "enthusiastic", "energetic", 
"commitment", "willingness to go beyond the average require¬ 
ments of the job." Subjects talked about the protoges they 
had selected as being dedicated individuals. "She'd give 
everything she would have to an assignment, would work extra 
hours," said a personel manager. The top editor of a city 
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newspaper told what had led her to single out two particular 
female employees to move along. "Both were people I knew 
could do the job and wanted to do the job and wanted to 
learn. They also kept saying 'teach me, show me, help me 
do what I want to do.'" The statements of these subjects 
would indicate that women who are seeking mentors and sponsors 
need to make their aspirations very clear verbally and behav¬ 
ioral ly. As one subject put it "I'm looking - and the world 
is looking - for bright, anxious people who are aggressive 
— who can show they are eager." 
A bank manager told her female staff: 
you re not satisfied with what you're doing and 
you don't tell me about it, then I'm going to let 
you continue to do it, if I don't see a spark. And 
if you want something and you want to move on, you 
better let me know because I'11 do everything I can 
to help you. 
Two subjects talked about failed attempts to empower 
particular female employees, who lacked adequate drive. 
The head of a nursing home singled out her secretary as 
her possible successor: 
When I came here I said to my secretary, 'You know, 
it won't be too many years before I'll be retiring. 
If you start to go to college now you could probably 
take over my job because you are the closest person 
to me.' She is just not interested. Yeah, and it's 
not everybody's thing which I understand. If she had 
been willing, you know, I would have backed her every 
minute of the way. 
Another subject in a directorship in her company made 
clear her unwillingness to put effort into anyone who has 
not demonstrated an independence in her desires to advance. 
She referred to a female employee who held a master's degree 
but remained in a secretarial position "because she waited 
for someone to rescue her": 
157 
I will be a support to anybody who is trvinn k,,<- 
not a woman who has aott-^n ^ = is trying, but 
s srssTs-L 
Willingness to Receive Formal Education 
Eight subjects stressed the importance of an education, 
credentials, and degrees in their selection of their proteges 
Their feelings were less a result of the belief that the 
formal educational system is the only place to acquire skills 
but were more attached to an understanding of the norms 
and policies their organizations. "This company is very 
degree oriented," said a communications manager in a well-known 
electrical manufacturing company, "it has been since I've 
been here and that's been seventeen years. But it's more 
intense today and it will continue to be." A corporate officer 
concurred, "It's as true for men as for women here starting 
out, that they are going no place unless they have some 
degrees behind them." This theme was consistent throughout 
the responses of all seven subjects. One subject made explicit 
her belief that, though degrees may be irrelevant to one's 
competency, they are critical to how one is perceived in 
her organization and to getting a foot in the door; 
I think it's a sign of commitment, dedication and 
all that other garbage which you don't really need 
to do the job most of the time. It's part of the game 
you play, it's like dressing dull and drab. If they 
want an advanced degree, you give it to them if you 
want the job. If you don't want the job, don't do 
the advanced degree. In other words, it may not be 
relevant to your competency, but it is relevant to 
how you're seen. 
The responses of subjects indicate they perceive a 
risk in standing behind a protoge who lacked adequate 
credentials. One subject was able to put into words what 
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other subjects may well feel: 
i mean if 
they"may^ be , forget'it ? re^ust^t ^ brigl 
be successful plus I don't wan? be £ 
topr£^:nthLsearvS!.PUShed Wh°'S n0t 
Strong Interpersonal Skills 
Seven subjects indicated that they were motivated 
to help aspiring women who had strong interpersonal skills. 
A staff manager reported that she asked herself a series 
of questions about women she might single out: 
Can they get their other management people to do things 
or them. If they're having an overload, can they 
get the next door person to take some of their work'? 
How well are they liked? How good of a boss are they 
to their people? So it's a vertical and horizontal 
that I look at a lot. If I see that they're respected 
and well-liked, not for being a clown or anything, 
but for being good, I usually tend to think that if 
their subordinates and their peers respect them, then 
there's got to be something good about that person. 
And that's the person I'm going to tap initially. 
Subjects stressed the ability to deal with people 
at all levels. "Someone who can deal with everyone, not 
just other staff, but also can deal equally well with people 
up the management chain and people in the shops," said a 
research and development manager of the kind of person she 
would seek to empower. A bank manager characterized her 
protoge as "very easy to work with, great with customers; 
she's the type of person you would never take advantage 
of because you know she would never take advantage of you." 
As well as the ability to treat others fairly, the willingness 
to confront difficulties and differences was seen as an 
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essential interpersonal skill, 
the strength of her protoge as 
A personal manager described 
her ability: 
;ffectiveivWlAh,o?nT^ throu9h°ut the company very 
they've heard from her - thafca , g°od about what 
ask^for ^ ^ ^ 
Subjects stated specifically that they looked for 
people who were wiling to stand up to them, bring up problems, 
and talk about conflicts. "If I'm wrong I want to be told," 
said a manager in a utility company, "So I look for somebody 
who can stand up to me, I guess who I can't intimidate, 
who will say 'you gotta be kidding me with that idea, tell 
me more about it.'" Another subject said she chose certain 
women to move along, in part, because "I know if an assignment 
didn't get done, we could talk out what the problem was 
and correct it for the next time around." 
Intelligence 
Intelligence was a signal to seven subjects that a 
protoge was deserving of an extra push up the corporate 
ladder. These subjects looked for someone who was "smart", 
bright , quick to catch on", "used common sense", and 
"had a good analytic mind." One subject claimed, " I picked 
K. because she was the smartest. She was what I needed to 
learn the job quickly and do it properly." An advertising 
executive, describing her impatience with anyone who did 
not learn quickly, reported that intelligence was the primary 
characteristic she looked for in protoges: 
The basic quality they all have in common is one of 
intelligence. They're very quick. They're very fast. 
I told you if they don't get it right away, I can't 
160 
particularly* 1>n of 
M-, in fac^ho'fSCnd M for us bofh the J°b before 
and very quick. * ’ both are verY bright 
Competency with Tasks and Technical ski nc 
Six subjects mentioned that they were drawn to their 
protoges as a result of having observed their skillfulness 
with technical tasks. Skillfulness was often seen as a sign 
of potential to learn new tasks. -Right away you could just 
see that she had certain skills," said one subject of an 
aspiring woman she helped along. "And I felt that she really 
could be an asset to the section or to the department. I 
just felt that she was really somebody who could really 
develop into a manager's role in the future." Completing 
work on time and accuracy were noted by two subjects as 
signs of competency. One subject, describing her protoge 
as "a damn good business woman," appreciated the ability 
to work productively with a minimum of instructions: 
And if you give it to her, and say save me money in 
this operation, she'll save you the money. If you 
say, give me the cost of what it's going to take to 
do this, and make the decision on whether it's worth 
that kind of investment or not she'll do that and 
she'll do it right on the nose. 
Loyalty 
Five subjects claimed they looked for loyalty in women 
they moved along. All five subjects reported that the women 
they empowered had stuck by them in difficult times and 
they felt a desire to return the loyalty. The top ranking 
woman in a manufacturing firm said of her protoge, "On a 
couple of occasions I needed her back-up. She had a choice 
to stick by me or not and she chose to back me. She was 
loyal. So two years later when we had a complete change 
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over, I had the chance to do something for her and 
at it." 
I jumped 
Subjects seemed not to forget the support they had 
received from their proteges and when the right opportunity 
presented itself they rewarded the behavior: 
ahon/ CamS hSre’ thS tW° were not too happy 
my,co™ln<3' the tw° assistant managers. They 
just kind of sat back like they weren't aoinn To Ho 
anything. Let's see how long she's going to las? 
mf ^ °" my Slde "nd "he sa?fto 
me, I am going to support you.' She said, 'Look 
I really liked the previous manager and I feel that 
I owe him allegiance; he's been good to me, but I 
il support you and I'll work.' And I said, 'That's 
good because if you're interested -in ooino <=- i titt f inierestea m going someplace, 
help you. I needed her as a secretary for a 
while because she really showed me everything that 
there was to know about this office and introduced 
me to customers, and really made an effort, you know. 
nd soon after that one of the guys that was here 
when I came left and I immediately slid her into his 
position as platform assistant. 
The top ranking woman in a diversified entreprenurial 
company stated her overall philosophy about bringing along 
loyal employees: 
Always when you're moving from one position to another, 
you're leaving behind old friends, people that helped 
you in your prior position, and you think that possibly 
you would like to bring them along with you or make 
sure that they're secure in their position and there's 
promise of advancement for them, too. Don't like to 
forget them. 
Ability to Remain Calm in a Crisis 
Four subjects mentioned that they looked for aspiring 
women who could remain calm in a crisis. They said they 
had chosen a protoge because she had "self-control," "didn't 
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go off the deep-end everytime a small problem 
"was steady, calm," "had a lot of backbone", 
"courageous under fire." 
came up, 
and was 
ff 
Miscellaneous characteristics mentioned that did not 
fall into any of the main categories included knowledge 
of the organization, reliability, sense of humor, and willing- 
ness to work on mistakes. 
In addition to detecting the above desirable character¬ 
istics in particular female employees, the responses of 
seven subjects showed that they had developed genuine feelings 
of caring for their protoges. They described their proteges 
as very nice, "a marvelous human being" and "enjoyable to 
be around." Subjects talked about their working relation¬ 
ships with their protoges as personally rewarding. "C. and 
I have been a really good team," said one subject, "We get 
along beautifully, thank God, because it's been super." 
Another subject said she was drawn to her protoge because 
she was the "nicest person in the department," and had selected 
her as an "ally." One subject indicated that she counted 
on her feelings about two aspiring women during their initial 
interviews to target them for advancement: 
X like them both very much personally and when I inter¬ 
viewed them for the jobs, - there are some hires that 
you just feel good about. Some hires that just feel 
special. You say this is somebody who's really going 
to work out very well. Both of them were very special 
when I hired them. Both had senses of humor again 
and they were people who could look at a situation, 
could laugh about it and joke about it, but could 
tell you exactly what had to be done in this situation. 
The responses of subjects suggest that their choice 
of protoges is influenced by their ability to identify with 
them. Six subjects showed they were conscious of the fact 
that their protoges reminded them of themselves. In talking 
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about the women they had empowered they made the following 
statements: "She's an awful lot like me"; "she was like 
I was with employers"; "We are so similar, even have the 
same birthdays"; "You know they say you always hire in your 
own mold, and I suppose maybe that's true"; "she has some 
of the same strengths that I have and that I know that's 
what it takes to be successful; "I could see her acting 
as I did when I started out." 
Other subjects did not verbalize the similarities 
they saw in themselves and their protoges, however those 
similarities could be seen in comparing descriptions of 
their own strengths with those they said they looked for 
in aspiring women they chose to empower. In their responses 
subjects identified their strengths as falling into six 
major categories: interpersonal skillfulness, ambition, 
intelligence, competency with tasks and technical skills, 
inquisitiveness, and confidence. 
Subjects Perceptions of their own Strengths 
Category Frequency 
Interpersonal Skillfulness 11 
Ambition 10 
Intelligence 8 
Competency with tasks and technical 
skills 7 
Inquisitiveness 6 
Confidence 2 
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Miscellaneous (being articulate, having a sense of humor, 
flexibility, not being easily intimated by 
men) 
Interpersonal Skillfulness 
Eleven subjects reported their greatest strengths 
to be their interpersonal skills. They described their inter¬ 
personal skills with examples such as "the ability to work 
well with others", "a willingness to treat all people fairly", 
handing conflicts professionally and constructively", "taking 
time to relate to all people despite their level", "working 
at building rapport with people", "[communicating] that 
I respect others", "being willing to listen and care what 
others say." 
Ambition 
Two-thirds of the subjects identified their ambition 
and willingness to work hard as another personal strength. 
They saw their drive, their willingness to put in long hours, 
to be persistant and to show initiative as the qualities 
that paid off for them. These subjects often described their 
ambition as a tendency to "set very high standards for myself" 
and the desire "to seek out challanges for myself." The 
importance of ambition was energetically described by one 
subject who said: 
You've got to move. I cannot believe to this day the 
people I see who may never have a heart attack but 
they sure don't physically move. You've got to have 
self-competition. If you can't believe that you're 
better than you presently are - in the sense of doing 
better and learning. Push yourself! And I do push 
myself, constantly, and I push my people. 
Intelligence 
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Another eight subjects identified their intelligence 
as a major strength which influenced their advancement. 
This strength was described in a variety of ways (e. g. .. "common 
sense , "thinking", "systematically arriving at conclusions", 
an ability to "think through problems", "thinking logically 
and analytically", an ability "to organize thoughts", "being 
bright"). One executive said, "I am extremely organized. 
I have a very logical mind. And so it's always been easy 
for me to sit down, analyze a situation, put things in their 
various positions and say "all right, this is the best way 
to go". 
Competency with Tasks and Technical Skills 
Almost as many subjects saw their tendency to be oriented 
toward implementing ideas and plans and successfully completing 
tasks as a strong guality. A general description of this 
quality was offered by the vice president of an advertising 
firm who said: 
I don't mean this to sound as though I'm bragging 
although I guess maybe I am a little bit. I've always 
been an organizer, a doer, I'm very matter of fact 
and practical and bottom-line oriented and I want 
to go ahead and get it done. 
These subjects emphasized their willingness to take 
charge of a task and find some way to make things work out. 
One a woman described her early work environment as a "sink 
or swim" situation. "Every time I was given a new task I 
didn't know anything about, my boss just said 'I need for 
you to do it' and I went from there." Being "goal directed" 
was a common way for these women to describe their strength. 
"You need to be able to pick up and put down on a lot of 
different things and see that they get done and I do have 
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that ability," said one subject. 
Inquisitiveness 
Six subjects identified their inquisitiveness as an 
important quality. They saw themselves as having a drive 
to learn new skills, acquire more information and an eagerness 
to communicate their desire to those who would teach them, 
"I like to figure things out"; "I always want to know more" • 
"x wouldn,t hesitate to tell my boss I'm bored, get me into' 
something new". One bank manager said, "I was never one 
to do something because that was the way they told me to 
do it. I guess I asked why do I do it that way? Just doing 
it mechanically isn't enough. I have to know why." 
Confidence 
Two subjects identified their confidence in themselves 
as having a positive influence on their success. They saw 
themselves as individuals who had "self-trust" and believed 
in their ability to meet their goals. 
Finally five items were coded under miscellaneous 
since they were identified by single subjects and did not 
appear to fit any of the categories described. These items 
were: being articulate, having a sense of humor, flexibility, 
fairness, not being easily intimidated by men. 
With the exception of inquisitiveness and confidence, 
the major strengths subjects identified in themselves were 
also the strengths they reported to value in their protoges. 
In addition, inquisitiveness was sometimes named by subjects 
as a sub-quality of ambition in the women they chose to 
empower. It might also be assumed to underlie the willingness 
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to go to school. An analysis of the data revealed that 
fifteen subjects identified at least one strength they 
in common with those they chose to empower (Table 6). 
all 
shared 
The Factors Influencing Current Women Leaders' Choices 
of Empowering Strategies 
The responses of subjects indicated they were in favor 
of certain strategies to empower aspiring women and not 
m favor of others. The researcher analyzed subjects statements 
to determine what influenced subjects to advocate particular 
strategies. It is important to note that subjects' advocacy 
of specific strategies did not necessaily translate into 
actual empowering behavior. Rather than indicating actual 
behavior the responses analyzed give reasons why subjects 
prefer some strategies over others and describe beliefs 
about which strategies they see as appropriate or 
inappropriate. 
The data revealed that subjects base their preference 
for empowering strategies on seven factors: 1) their 
perceptions of the needs of aspiring women, 2) confidence 
in the likely success of the strategy 3) concern for the 
costs and benefits to their organizations, 4) their belief 
about where the responsibility for activating the strategy 
lies, 5) whether or not they believed top-level management 
would support the strategy, 6) their perception of their 
own resources to activate the strategy, 7) having received 
similar help. 
Factors Influencing Strategy Preference 
Category Frequency 
Perception of needs 13 
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S = identified as own standards 
P = identified as protoge's strengths 
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Confidence in likely success 12 
Costs and benefits to organization n 
Belief about who is responsible 
for activating the strategy 4 
Perception of top level support 4 
Perception of own resources 4 
Having received similar help 6 
Perception of Needs: 
The responses' of thirteen subjects indicated that 
how they perceived the needs of the female workers in their 
organization influenced their preferences for empowering 
strategies. Some subjects had strong feelings about what 
women didn't need as well as what they did. Talking about 
tracks for secretaries to move into management positions, 
one subject said she would not advocate such a plan because 
"most of the secretaries here don't want that." Two subjects 
felt that initiating support groups for women in their 
organizations would be unnecessary because of the many 
opportunities women had to get together informally. 
Subjects showed varying opinions about whether special 
training programs should be instituted for women in their 
organizations. Three subjects felt women had special training 
needs (i.e. math skills, computer programing, public speaking, 
management skills); while four subjects felt women had no 
special training needs. For example, a manager in a research 
and development department said, "We've had a proposal made 
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here for a course specifically geared to the management 
needs of women and I find it hard to get behind that because 
I don't feel as though women need any special courses to 
be able to go into management." Another subject was convinced 
that, though no seminars or workshops in her organization 
specifically targeted women, "all the training opportunities 
a person needs are here if you choose to make yourself avail¬ 
able." A hospital administrator, believing strongly in women's 
needs to complete their formal education stated her belief 
that women are desperately in need of tuition reimbursement 
programs. "Their salaries stink," she said, "I mean I don't 
know how they make car payments and even buy themselves 
a blouse and attempt to pay tuition." 
By far the strongest need subjects perceived women 
to have was the balancing of their job responsibiliities 
with their domestic responsibilities. Thirteen subjects 
indicated their beliefs that organizations should institute 
policies to support women in their attempts to balance home 
and work. Seven subjects advocated flextime as a way to 
meet women's needs. "To be able to scatter your work hours, 
take your child to a two o'clock doctor's appointment or 
leave at four o'clock to meet the school bus - what a boom 
to working mothers," said one manager. The administrator 
in a hospital reported that she had initiated flextime in 
her department five years ago after an incident with one 
of her staff members: 
That year the secretary's kid, - she was a single 
parent - really was acting out, getting on the school 
bus and getting off at the next stop. And we told 
her, and it was just kind of an unofficial flextime, 
'You make sure that kid gets on his schoolbus, and 
if you come in at 9:30, well, stay until 5:30. Or 
we'll figure it out as we go along. But make sure 
T.J. gets on the damn school bus.' And you have to 
be appreciative of those things with women. 
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The importance of aDDrprisfH^ 
t, , . appreciating the unique need*? of 
working women was the theme fhpf . . 
.. . neme that ran through the responses 
of this group of subjects. As one subject put it -«" 
percent of the women in this departme r ’ Slxty'ei9ht 
-i . partment are women. Their 
lives are reality, their family responsibilities are reality - 
i9ht subjects believed that organisations could respoL 
to working women's needs bv inet-ih +-• 
. . . S by lnstltuting on-site child care 
facilities. One director stated: 
is crazy. Womenecannot°continue b^take^ SUpe™om 
houses and have anv sort- . ° bake care of families, 
child-care irver^important Tiw9^1 Career- 1 think 
now is there aren't too many Wld-carrLcmtie™6"3 
for women “ *re 9°°d enou9h ” cheap enough 
The needs women have to be assured about the quality, 
reliability, and convenience of child-care, as well as their 
accessibility to their children, led subjects to advocate 
on-premise facilities. A manager in a national insurance 
company described what spurred her involvement and the 
successful institution of on-site child care in her 
organization: 
°Pe Kf the th;Lngs that really brought it up is that 
the biggest problem for women when they decide or 
they're trying to decide whether they want to come 
back to work, is if you don't have a mother or some¬ 
body close to you that can care for an infant, you 
get real reluctant about what do I do. Do I just inter¬ 
view somebody from the newspaper, put an ad in the 
paper? That seems really a cold thing to do. I mean 
was she just going to take her 6-week old infant and 
give her to a perfect stranger? So we felt that was 
where one of the biggest needs was, is to have something 
that would be close by, that this would be a real 
attraction to female employees who were pregnant and 
trying to decide, what can I do. Well, this is just 
one more option that you have available. It is nearby 
so if you wanted to go over on your lunch hour and 
nurse, you can do that. It's a very reputable daycare 
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lllp :F 
eighteen0months ^ ^ inf^ ^ 
Two subjects who advocated on-site childcare in general 
as a way to alleviate the pressures on working mothers, 
feel that the need really didn't exist in their own 
organizations. "I don't think the organization is that large 
now that we have enough working mothers in the organization 
that warrants it," said one executive. Another believed 
that childcare needs could be provided through available 
day care in community or through the family members of the 
working mother. 
Subjects made a number of statements which indicated 
that their support of policies to help working mothers was 
inspired by their ability to identify with the needs of 
working women. They talked about the lack of concern male 
managers frequently show for the multi-committed female 
worker because they've never had to deal with it." One 
subject speaking about flextime said: 
It's easy for me to be flexible when a woman asks 
me if she can take her lunch hour at ten o'clock. 
I can handle it because I went through it. But some 
of the men managers find it upsetting. They can't 
handle it. They get very annoyed. Well, big deal. 
You've got to take a lunch hour so what's the difference 
when. It's so petty." 
Another subject who campaigned for an extended maternity 
leave for a staff member believed that if the employee "had 
had a male boss, he probably wouldn't have been anywhere 
near as convinced as I was that she was planning to come 
back, so he might have hedged and backed off a bit." Observing 
the low tolerance of male managers for accommodating the 
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needs of working mothers, one executive 
say it but, you get the feeling they'd 
or shoot the kids." 
stated, 
rather fi 
"they don't 
re the employee 
ablllty to i^ntify with the struggle to balance 
domestic responsibilities with job responsibilities 
was clearly shown in the descriptions subjects gave of their 
own experiences. There was no other topic of discussion 
roughout the interview process that elicited such strong 
eel mgs as did this one. Regardless of marital status or 
whether or not they had children , subjects revealed their 
struggles with their attempts "to do it all." As subjects 
who were married with children talked about their past 
experiences, their statements often revealed a sense of 
loss: 
It was very hard. It was hard on all of us 
kids were so responsible, thank goodness. I 
feel guilty but I feel bad that my kids had 
But my 
don' t 
it rough. 
When 1 was going to school and travelling and working 
ulltime, you know, there were sometimes that you 
didn t have the time to give to them and kids have 
a magnifleant way of making you feel that. And getting 
comfortable with that, it's sometimes still difficult. 
I've raised five kids. It's tough. It's really dif¬ 
ficult but you can survive...I was working all the 
time. Babysitters the whole bit. Then as they got 
older, the older ones took care of the younger ones, 
those few hours after school, and my mother was avail¬ 
able. God Bless mothers, right? The hardest part is 
when the kids get sick - I couldn't have done it without 
my family around. 
My working only did good things for my relationship 
between me and my husband. About [my daughter] I don't 
know. I didn't know then how difficult things were. 
I didn't think about it. It was like disease that 
we now have names for -years ago people didn't complain 
of them - they didn't know they had them, they just 
died. 
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Subjects who raised children as single parents at 
the same time that they were trying to succeed in their 
careers, revealed their will and determination to overcome 
what seemed to be unsurmountable obstacles: 
had an unfinished house, six kids, I had two and 
a half years of college, I was new at this job I 
had tremendous expenses, to finish my education and 
finish the house and try and make it. So it was verv 
very busy. In fact, for years from the time I started 
going to college in 1964 all I did was work. I don't 
remember doing anything but working. You know, go 
to work in the morning, run home at noon serve dinner, 
take the kids back to school, come home to serve supper 
get everybody set to go off to college a couple of 
nights a week, all weekends just washing and ironing 
and cleaning to have everyone ready. Gradually, as 
more and more went off to college I had less work 
to do. I can never remember being really unhappy. 
I think happiness is truly a state of mind and I thank 
God everyday that I am a happy person. 
Well, I was widowed when my oldest son was eighteen 
and my youngest one eight. And then I had five girls 
between them. And in order to survive, everybody had 
to take on some responsibility. I guess I really didn't 
think too much about it. I just did it. First of all 
my mother worked when I was growing up and I always 
said I'd never work. I was never going to go to work, 
I was going to be home when they came home and I was 
going to bake cookies and I was going to entertain 
their friends when they'd come in after school, and 
be a mother. Then when my youngest one was five, I 
had been working part-time selling, and it just wasn't 
bringing in a good steady pay. I couldn't depend on 
anything and I decided that I better look for a job 
and I was, oh, I was scared. When I called the manager 
here and told him that I was going to be needing a 
fulltime job and when I had made that commitment, 
I said to myself okay, I'm going to take it and it's 
going to be eight-thirty to five every day and how 
am I ever going to manage. 
It's been ridiculous. It's been really hard, only 
because in my own personal situation, everything that 
they say is true. It's really true as far as the women 
having to really hold two jobs. If you have a career, 
you still are expected to do all those other things 
that maybe someone who doesn't have a career is doing 
with respect to taking care of the house, doing the 
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grocery shopping, planning the meals thP ia ^ 
I have only one child, thank God. I don't ' 
moreythan one 1 ]ust ’ , 1 C°Uld ever h*"dle 
if I did that ii J ; thl?k wor^mg> I would feel 
it would be different asThe Cot nTr/311" t0 him* Maybe 
more friendships with other kids in^h^ develoPed 
or whatever and was goingVschoo?, 
r,m Chhi-0£ me‘ BUt right now I’m still all he's got7 I m what he counts on dav to dav i j. 9°t. 
getting involved with him in different actives 
?hat ! have°a lothof t?„the beSt eXtent 1 can considering 
So it's ! f 0tCSr resP°nsibilities as well, bo it s a real big juggling act. 
When I was taking courses and I was in the learnina 
thC9th my J°b’ 1 did not function well in any of 
the three areas that I wanted to excel in: my familv 
my job and education. So something had to give it 
set me back three months where I had a loss of’memory 
did not want to do anything. I was in such a state 
° daPJ"ession and anxiety, I had no desire to live 
but I had no desire to commit suicide either and it's 
going to happen to more and more women and they've 
got to talk about it. It's a mental strain and stress. 
Women who had no children talked about their observations 
of working mothers and how what they saw affected their 
own life decisions: 
I’m thirty-four years old, sitting right here in the 
middle of a pediatric department. Right downstairs 
under us is the intensive care nursery for high risk 
babies. Yeah, I do want a family. I'm not willing 
to do it as a single person. I'm not strong enough. 
I kind of envy the women who can do it in a way. I 
also think they're a little dumb, but it's a mixed 
feeling. I really don't know if I could do this job. 
I really don't. 
I know I want children and I know I want this career. 
And I also know I love kids, love 'em dearly. Kids 
love me, we get along famously. But I don't think 
I could stay home with my children and be as good 
a mother as going to work, because I would just get 
so bored I'd go out of my mind. I think that children 
need something. I mean, I'm not going to hopefully 
have latch-key children. I'd love to get a nannie, 
but I'm not in that financial brackett just yet. If 
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I don't have that kind of money, I'll have to nut 
daycarr^hat6?^6 a"d lf 1 don'think the 
like e? °r them- if ty children look 
like they re suffering, obviously they're my first 
responsibility. No, I take that back. They Lour 
irst responsibility. And we will have to decide what 
we're going to do for the children, it's not 
responsibility, it's ours. 
my 
I don't know how women are going to balance their 
T'He?-ueCfUS^ 1 haven,t come to grips myself. I think 
like to have children...I’m not sure whether I 
want to continue working after having them or not. 
I find a really sad thing is that I think sometimes 
because women, because of the emphasis now on women 
having opportunities and getting into big important 
jobs has become so great, we're afraid to say, I just 
want to stay home and raise my children. And my husband 
and I talked about this a lot because he said, well, 
it doesn't matter to me. Do whatever you want. Well, 
it might matter to me. I'm not so sure how much I 
would respect myself if I just stayed home to raise 
children and I love kids. I think I would really enjoy 
it. I think I would love staying home and baking and 
doing all these things with the kids and going out 
and making snowmen. But then, would I start identifying 
myself as just a housewife and that scares me. 
Regardless of their own choices subjects identified 
with women who feel caught between the expectations of two 
strong roles: devoted homemaker and successful career women. 
They empathized with the frustrating task of trying to satisy 
one's needs to nurture and also needs for mastery over one's 
environment. They understand the pressures of trying to 
meet one's commitments in two separate spheres between which 
there seems to be little opportunity for integration or 
even to negotiate the inevitable conflicts. In light of 
these realities, it is not surprising that the youngest 
subject would see her opportunities of her generation as 
burdens in disguise: 
My mother didn't have the choice. I mean, she was 
so into growing up, getting married and having children. 
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My daughters probably will have probably the least 
inhibH^ons. ! think it's very hard at my age Most 
people, people who are ten years older say 'We paved 
the way for you.' Well, you paved the way for me but 
you didn t tell me what to do when I got there I 
that’iyd?dthld "V ^ options* You negated the fact 
^ave the °Ption to be a wife and mother, 
because that was poo-pooed for so long that that wasn't 
an option You felt like a dog if you chose that one? 
You didn t even think about it. So, okay, you gave 
me options and here I am in the workfield and I'm 
doing fine and everything but now what do I do for 
cryin' out loud? How do I get even further'? They qot 
us in, but they didn't tell us what to do once we 
got here. And so they're kind of screaming at me, 
well, it's easy for you, when they don't realize’the 
pressures that I have because they did that for me. 
Well, thanks a lot. 
Confidence in the Likely Success of the Strategy 
Subject s responses indicated that their preference 
for strategies to empower was influenced greatly by their 
confidence in the probable success of the strategy. On most 
strategies there was no consistent opinion about whether 
or not they would work; subjects were guided by their own 
individual assessments. For example, talking about job sharing, 
one subject said,, "I think it would work. Right now we've 
got a part-time mother coming in, but we need a fulltime 
person. So why not get another half-time person and put 
them in the same job?" To another subject, job sharing seemed 
unworkable because "you're talking about job ownership and 
when you're made to share it with someone else there might 
be more conflict than cooperation." 
The discussion of two particular strategies elicited 
strong opinions from subjects concerning their likely success: 
training for male personnel to heighten awareness of women's 
issues, and problem solving or support groups for women. 
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The majority of subjects in both cases believed the strategies 
would not work. Though one subject believed that men who 
have participated in training sessions to increase their 
awareness of the special problems and needs of women in 
their organization "are different people... enlightened," 
eight subjects believed that such participation would not 
lead to more empowering behaviors from male personnel. Four 
of these subjects felt that men simply would not care enough 
to attend. "Unfortunately we are in a business world where 
it s everybody for himself - no one seems to want to help 
anybody do anything," said the head of a nursing home. Three 
subjects believed that even if men did attend training sessions 
they were not likely to make changes. "It’s a cultural environ¬ 
ment thing. And I'm sure all the very good progressive managers 
would go and sit there and agree with it one hundred percent 
and then yell at their secretary if they had to leave because 
their baby spiked a 103 degree temperature in the daycare 
center. It's not going to work - it's something that's going 
to evolve over time." Another subject agreed that training 
was the wrong vehicle to change minds. "I think that the 
only way that anybody' s mind is ever changed about anything 
is if, first of all, they want to change it. And second 
of all is for them to see some reason for them to change. 
You are never going to force it." 
Ten subjects felt a similar lack of confidence in 
the possible effectiveness of women's support or problem¬ 
solving groups. Five of these subjects believed that rather 
than strengthening women through sharing encouragement and 
generating options, female support groups would serve to 
further segregate women in their organizations and point 
them out as different. One subject stated that she didn't 
"want to be known as 'the girls'," adding, "I don't want 
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them to notice the difference " 
ence. Another manager saw women’s 
groups as endangering progress toward equality: 
fhP ■ SeS 3 sororitY of women develop in 
f flce’ because then you're just getting instead 
of the good old boy network, you’re getting9the good 
old woman network, the sorority concept. So that^s 
not a solution. That's separating you again. We have 
to work together, in tandem; we're talking about 
wifh^h^ H°W aquei are we going to be if they stick 
with their good ol• boys and we stick with our sorority 
sisters and the good ol’ boys talk about whatever 7 
ey want to talk about and then we talk about our 
knitting and sewing and how much we can't break into 
the good old boy network? And isn't it a shame but 
we don't need the good ol' boy network because we 
have our sorority. That's not going to work. 
The concern that women's groups within an organization 
would further identify women as outsiders was also named 
by three subjects as cause to also reject special training 
sessions for women. A newspaper editor claimed that a workshop 
for women "looks like a ghetto, as if you're taking women 
aside and saying 'you need some sort of special training 
and you're going to have to work at this'." Two subjects 
felt that grouping women together produced a "false environ¬ 
ment" and one in which women "could not learn how to deal 
with men." The worry that 'the guys would resent it" if 
special classes for women were offered was expressed by 
one executive. She said, "I believe we're beginning to work 
together. I think, with a few exceptions, we're making progress 
together and I don't want to destroy that." 
The response of subjects reflect the double standards 
and stereotypes applied in the workplace to male and female 
groups. Men's groups, or the old boy network' is seen as 
a potent entity. By bonding together men portray an 
accumulation of power. Their groups are seen as opportunities 
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to share ideas and plans, and to make things happen. In 
contrast the grouping of women together incurs resentment, 
and is seen as unproductive. 
The responses of six subjects indicate the negative 
values placed on women's groups and the reasons they are 
seen as ineffective. Four subjects saw the discussion among 
women as uninteresting and unimportant. One manager claimed 
that though men have networks that help them gain vital 
imformation, when women get together "it's a party atmosphere." 
She went on to say, "We're discussing more like what's happen¬ 
ing with secretaries and clerical help and what's going 
on in the offices but it's not really business related. 
It's more gossip type of conversation. And I don't know 
how we can overcome this. That is a problem." A advertising 
executive voiced a similar opinions and stressed her refusal 
to be involved in women's groups: 
I cannot abide going to luncheon meetings and sitting 
around with the table full of women and listening 
to a speaker talk about women's problems. I just don't 
want to be bothered. I'll have a sandwich and deal 
with it later mostly because I don't have the time 
and I think they're boring anyway. I mean if I found 
a group that I thought was really fascinating, I guess 
I'd get involved. I really don't enjoy the chatter 
of women. If we go to a dinner party or a cocktail 
party or something for my husband's company which 
I just dread, he gets to go off and have all the 
interesting conversations with the men and I have 
to go and talk to the women about babies and decorating 
and things I don't really care about. 
Three subjects had attempted to participate in women's 
groups, but had been soured on them as a result of bad 
experiences. One executive described her disappointment 
when the group she joined "proceeded to waffle on whether 
to support the ERA": 
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tl^at. regardless of your personal feelinqs on 
a profession^ Ame?dment' as a woman's organization, 
a professional women's organization, you shouldn't 
even have to discuss the issue. People wanted tS see 
wo'rd!2 ItA amendment‘ The amendment is how many 
words. It s a simple amendment for heaven's sakes. 
It doesn t say we're all going into combat tomorrow. 
It has nothing to do with legalizing abortion. It 
is merely an amendment recognizing equality of the 
sexes. And this group could not reach a consensus 
012 1^: could not join in an organizational effort 
of all the women’s groups that were going to come 
out and support the ERA. Now that is really sad. Their 
response to the needs of the community was, let's 
Pian^/i°WerS in City Hall> Whereas what their response 
should have been, was let us work out some special 
internship program through our companies and our 
businesses for young women. 
Another top level manager, expressing the feelings 
of two other subjects as well, saw women's groups as an 
opportunity for women in her organization to complain: 
I'll tell you something about women's groups. I've 
been with a group who met at lunch - salaried women. 
All they did for an hour was make caustic remarks 
about the men. That was the last time. Management 
level women too. It was dispicable. My experience 
is that the majority of the time they spend their 
time bitching. 
One subject, having made an attempt to organize a 
group for secretaries who were facing problems in her 
organization, was disappointed to discover that the group 
fell apart before long. "It fell apart mostly in my mind," 
she said, "Because the women who were participating in that 
committee, the secretaries, did not see themselves as 
professionals. They saw themselves as workers and so these 
meetings were useless to them." 
182 
Overall the responses of ten subjects indicate they 
believe women's groups to produce organizational alienation 
to be unproductive, and even destructive. Only two subjects 
believed that women's groups had much to offer by way of 
empowering women. These subjects saw support groups as an 
opportunity to test out perceptions, share experiences in 
order to learn new options to be cautioned about obstacles, 
and to learn about the norms and politics of an organization 
Concern for the Costs and Benefits to their Oraanizati 
on 
The responses of eleven subjects revealed that their 
concern for the costs or benefits to their organization 
governed their preference for particular empowering strategies. 
These subjects considered the organizational costs and pay¬ 
offs primarily in their consideration of policy changes 
to support women's outside responsibilities. If flextime, 
on-site child care, individually designed benfit packages, 
and job-sharing were seen as benefitting the organization, 
subjects tended to advocate those policies. They tended 
not to support them if they believed the policies to be 
costly and they withheld their opinions if they did not 
know. 
Flextime was advocated by a director in fast growing 
company because, as she put it, "what's the company going 
to gain by cutting somebody twenty minutes short of getting 
her kids on the school bus? For twenty minutes you've got 
somebody who's having an anxiety attack." Another subject 
advocated flextime, even though her organization had rejected 
the policy, because she believed "you get a lot more out 
of your people when they're happy." Two subjects believed 
flextime to be too costly to the productivity of their 
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companies. One manager described her one experience with 
it a "disaster." Her all-female staff -had to go home to 
their children and I had to field all these calls. I lost 
two hours of production time daily due to flextime. If you 
equate that into dollars that's a lot of money." A bank 
officer claimed that the dependability of service between 
certain hours to customers determined the success of her 
bank. "People have to be able to work the hours that we 
need them or we can't help them." Two subjects claimed they 
would advocate flextime if they could be assured it would 
not disrupt productivity. For one subject in particulars 
the willingness of supervisors to oversee the policy was 
critical. "I think so only if our supervisors prove that 
they are able to handle it," she said, "The major thing 
has to be that a company has to run its business and if 
we can show that we can do that, if we can make it work 
for us I am in favor of it." 
On-site childcare was deemed undesirable by one subject 
who felt "the strict rules and regulations that would have 
to be followed would be a headache and not worth it for 
a company as small as this." Another subject believed an 
on-premise facility would "be so helpful; women would be 
more comforable and therefore, they'd produce better." Four 
subjects remained undecided or skeptical about whether they 
would advocate such a policy until they could determine 
the costs to their companies. One subject said: 
That's where my good business sense comes into play. 
That sounds great. But how much is that costing the 
company? And can the company afford that and still 
pay me this nice salary? Why isn't my husband's company 
doing it? Do they have on-site childcare and if they 
do, let them go there, with his company. 
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Two subjects believed cafeteria style benefit programs 
would be too "cumbersome to administer" or simply too expensive 
in terms of the need for added personnel. "To administer 
it, it becomes a monster," said one, "We really don't need 
those problems." One said she would want to research the 
cost to the company before advocating a new benefit program. 
Finally, one director of compensation felt that to 
stand behind policy changes which empowered working women 
was to insure a strong staff for her company: 
I think the more flexible you are, the more beneficial 
it is to the employees and I think to the company 
because it would probably help aid in your recruitment 
of people. We can show we're a liberal type company, 
we^offer all these flexible programs, and I'm sure 
it's attractive to people coming into the company 
and maybe helps keep people here. So it's good all 
the way around. 
Beliefs about Who is Responsible for Activating the Strategy 
Four subjects held beliefs that certain empowering 
strategies were not the responsibility of their companies 
or members of their companies, but were instead the responsi¬ 
bility of aspiring women themselves. All four of these subjects 
believed that organizations had no responsibility to their 
female workers to support them in meeting the demands of 
their personal lives. The decision to have a family was 
considered an individual choice and as such, women were not 
entitled to assistance in integrating their conflicting roles. 
All four subjects believed women to be in great need of help 
but "businesses cannot be expected to do something for them." 
One subject had this advice for multicommitted women: "You 
have to set your goals, what do you want, what are your 
priorities. I mean, if it's a job and promotion, then everything 
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else takes second place - family, social life. And if this 
is not what you want, then there's someone who does want 
it. " 
Two subjects felt women needed to turn to their own 
families for help. "I think," said one administrator, "these 
women who are stuck with all these responsibilities should 
start training their children to do more and their husbands 
to do more and not be stuck with all of it." Figuring out 
"what to do with their own families to make life easier" 
was seen by one subject as more reliable than counting on 
a company that "might change it's mind or that you might 
leave." 
The responses of these subjects are indicative of the 
short-sighted notion that women have children merely to satisfy 
their own needs. Neglected is both the fact that the perpet¬ 
uation of the species is reliant on women's willingness and 
ability to have children, and the right, and often the need, 
women have to be gainfully employed. One subject, recognizing 
the complexity of the problems but still confused, said, 
"I guess I'm going back and forth between is it the corpo¬ 
ration's responsibility or is it a civil responsibility?" 
Two subjects believed that helping women gain visibility 
was relieving women of a responsibility that should really 
be theirs. A high ranking director in an insurance company 
believed that people who do not show the initiative to "broaden 
their horizons, meet people they don't know, go to lunch 
with others" do not deserve special assistance from others. 
A staff manager agreed that women must seek their own exposure. 
"If they don't open their mouths, if they let opportunities 
go by, I'm not going to feel sorry", she said. Both these 
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subjects had in fact offered examples of how they had helped 
women gam visibility. Their statements seemed more to reflect 
eir expectation that women should take off on their own 
after an initial push into the limelight. One subject admitted, 
am not sure how long you bolster somebody before they 
need to fly and really make it on their own." 
Perception of Support from Upper Levels 
Four subjects indicated they looked to see if top level 
management would support an action to empower female employees 
before they advocated the strategy themselves. Three subjects 
mentioned that they would not advocate the formation of women's 
support groups because they suspected that upper management 
would not be in favor. "The company would not see how groups 
like that could benefit them," said one subject. A bank manager 
believed the bank "would frown on [women's support groups] 
they would think that women are looking for problems." 
On the other hand a communications manager believed 
that training sessions for women in her company would win 
approval at the top level. Because her company was concerned 
about the unionization of professionals and women in semi¬ 
skilled jobs, "they are more open and will accept, and review 
and consider things that they would never consider before. 
There s a lot more discussion of what can be done to make 
the professional people happier. So here's where I will have 
the opportunity to step in and speak up." 
Perception of their own Resources 
The responses of four subjects showed that they were 
influenced to advocate certain strategies if they perceived 
themselves as having special resources to activate the strategy 
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by virtue of their position or role. For example, one subject 
who headed the department responsible for all corporation 
publications realized her position enabled her to help aspiring 
women gam visibility in her company. By calling attention 
to several high-producing but unnoticed female employees 
she was able to influence a stronger attempt to promote women 
from within the company. The executive editor of a newspaper 
recognized that by having cultivated strong ties between 
her newspaper and three other companies the opportunity existed 
to organize a child-care facility. A personnel director 
identified the opportunity to introduce training for male 
managers about women's issues "in conjunction with the many 
other programs we offer." Another subject observed that she 
was in a unique position to help women on her staff gain 
credit for their accomplishments: 
My boss really sees what I do personally and is not 
exposed to what my staff might do unless I choose to 
really identify a person and say I feel this person 
has a particular skill, or, gee, I'd like you to read 
this report B. prepared. Unless I do that it's pretty 
hard for them to break through. 
Having Received Similar Help 
Thirteen subjects reported that they had received help 
from particular people which enabled them to reach their 
career goals. Seven of these subjects named men who had acted 
as mentors and sponsors to them; one subject claimed she 
had been helped only by women; and five indicated both men 
and women who had empowered them. Eight subjects were mentored 
by their immediate supervisors, five by other high-ranking 
individuals within their companies, and three by people outside 
their organizations. 
188 
With the exception of two, all subjects had been selected 
or special attention by individuals willing to guide them 
teach them, and help them gain access to territory which 
had been largely restricted to women. All thirteen subjects 
reported very positive feelings about their mentors and sponsors 
often adding that they had ••great respect" and "admiration" 
for the capabilities of their mentors. Seven indicated on-going 
loyalty by saying they would welcome the opportunity to work 
with or for their mentors again. Three said that though they 
were greatly appreciative of the help they received, they 
also recognized that they were deserving of the help. Another 
three reported that, though they too were appreciative, they 
had had to work hard to establish their own identity and 
autonomy with mentors who at times expected them to follow 
too closely in their footsteps. 
This was clearly a group of subjects who recognized 
the value of having a mentor or sponsor. They were able to 
identify six major types of help they had received which 
they felt made the greatest impact on their ability to advance: 
1) receiving information and advice which increased their 
awareness of the politics of their organizations, 2)being 
taught new skills and tasks, 3)being given opportunities 
to increase their authority and show their competency, 4)having 
their visibility increased, 5) receiving words of encouragement, 
and 6)receiving authoritative backing and intervention with 
top management. A comparision of subjects' descriptions of 
the help they received from their own mentors with their 
examples of the help they had given to aspiring women, suggests 
that for some subjects past help influences a preference 
for empowering strategies. 
Ten subjects reported that their mentors had helped 
them increase their awareness of organizational politics 
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by telling them "who to talk to," "what's good timing", "what 
was really going on", and "the inside scoop" on how to maneuver 
within their particular companies. Of these ten subjects, 
six had given examples of how they had passed along similar 
information to aspiring women in their companies. Of the 
eight subjects claiming that their mentors had taught them 
important new skills, six reported spending extra time teaching 
skills to female protoges. Eight subjects mentioned that 
their mentors had given them opportunities to show their 
competency and to increase their authority (e.g. "he put 
me in charge when he was gone", "he pushed me into the 
comptroller slot," "he put the whole project in my hands"). 
Five of these eight subjects gave examples of similar empowering 
behavior toward their female protoges. Of the five subjects 
who had gained visibility because of their mentors' willingness 
to drop their names, talk up their accomplishments, suggest 
them for new responsibilities, put them in contact with other 
influential people; four gave examples of doing the same 
for other women working their way up in their companies. 
Eight subjects had mentors who gave them frequent praise 
and who voiced confidence in their abilities, and five of 
these subjects offered similar encouragement to their protoges. 
It appears that subjects tend to pass along to individual 
protoges help similar to the kinds they have received them¬ 
selves. In fact six subjects mentioned their awareness that 
were likely to do just that. "I just really try to do for 
others a lot of the things that have been done for me, and 
in that sense I've been able to help them a lot," said a 
director. Another subject, talking about her commitment to 
help her protoge gain visibility, said, "I know from my own 
experience what it can to. It will mean her career." Finally, 
a top ranking division manager described her preferences 
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for empowering women by "opening positions for them, letting 
them stretch, pushing them." She explained, "That's what 
was done for me. The company kept pushing me beyond what 
I thought I was able to do." 
However, an exception seems to exist in the tendency 
to intervene with top level management. Of the seven subjects 
whose mentors had intervened with top management to remove 
obstacles or to back up a subjects' authority, only two had 
made similar interventions for their protoges. It seems likely 
that subjects are less willing to empower aspiring women 
when to do so would involve possible conflicts with their 
superiors. 
The Barriers That Hold Women Leaders Back From Empowering 
Other Women Within Their Organizations 
Subjects' responses yielded six categories of barriers 
which tend to hold subjects back from involving themselves 
in the empowerment of aspiring women within their organizations. 
These barriers are: 1 Commitment to other priorities, 2) the 
risk to one's own status, 3)a lack of awareness of specific 
strategies, 4)a lack of power, 5)a trust in progress, and 
6)the denial of discrimination. Though all subjects mentioned 
at least one barrier, the barriers had different degrees 
of impact on subjects. Some subjects felt their status was 
more at risk than others, and some subjects felt more of 
a lack of power than others. Regardless, all the barriers 
subjects discussed served to limit the intensity of their 
involvement in strategies to help women advance. 
191 
Barriers to Empowerment 
Category Frequency 
Commitment to other priorties 5 
Risk to one's own status 6 
Lack of awareness of strategies 8 
Lack of power 8 
Trust in progress g 
Denial of discrimination 11 
Commitment to other Priorities 
Five subjects mentioned their support of strategies 
to help women advance within their companies, but admitted 
that time limitations and other priorities kept them from 
wanting to get involved. 
"Time is a problem", said one high level division head, 
"I'd maybe do more if I had the time." Another subject enjoyed 
a women's network she joined but gave it up because "I just 
don't have that many hours of the day." "Terribly, terribly 
time consuming" was how one subject described the commitment 
to bringing about on-site child-care, adding, "I've got my 
hands full now and I don't see anyway I could do that." 
Two subjects were clearer that even if they had the 
option to choose how to spend their time, bringing about 
organizational changes to empower aspiring women would not 
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be their choice. "I don't want to do those battles, 1 want 
to do my work, ' said one manager in a research and develop¬ 
ment center. A senior vice president in advertising felt 
the same way, stating that the most she could give was a 
vote in favor: 
I'll tell 
became an 
there are 
you, I think I would support them if they 
issue but, I'll be very candid about this, 
1?tS °f thin9s 1 care about changing at [my 
company] and I'm actively working on a number of them. 
that's pretty far down my list 
important and I don't 
And .i.c =» u „.,.v ^ a t...Those things are 
mean they aren't, but they're 
pretty far down on my totem pole. 
if anybody brings them up though. 
They get my vote 
The Risk to One's Own Status 
The responses of six subjects revealed they resist 
involvement in strategies to empower women employees because 
to do so would jeopardize their own status within their 
companies. As one subject noted, "No one who works in a company 
is in a position where he can truly say what he really thinks 
unless he's in a situation where he doesn't have to or doesn't 
want to work." Subjects perceived the costs to them of speaking 
out for women as ranging from "not doing my image much good 
around here" to not being fired "but sure making my life 
here like hell, until I had to leave." 
Consequently, subjects dealt with the risks by being 
selective in the kinds of strategies they acted upon, or 
limiting the degree to which they pursued certain strategies. 
A bank manager described the steps she had taken to 
open up opportunities to a clerical worker on her staff whose 
advancement management resisted, "I wouldn't have pushed 
any harder than I did because I think people would be angry 
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or irritated if I did. They'd tell me I needed a vacation." 
A hospital administrator, believing that to change 
organizational policy she must first be willing to experiment 
and break precedents in her own department, recognized the 
risk to her in doing so. "It's a real risky thing to do I 
know that - but I think I'm more willing to take the risk 
because I have S. who's supportive." In this case the support 
of another top ranking female administrator mitigated some 
of the danger that subjects perceived in taking a stand on 
women's issues. 
A staff manager in a major utility company described 
the alienation of one woman who spoke out too often and too 
loudly about sexism in her company: "She antagonized them 
with her women's lib stuff. She got labeled as a radical 
and they never listened to anything else she had to say." 
She went on to add that in "a very staid business like this 
one to be labelled an antagonist or a radical, well, those 
aren t nice labels to wear." She said she herself had been 
"heavily criticized" as being "too maternal" when she excused 
working mothers so they could tend to child-related problems. 
As a result this subject was selective in how she acted on 
her concerns for working women: 
If I said, and I actually believe there are ways that 
women can be helped along differently than men, I don't 
think I would raise my hand to volunteer to start the 
program because then I'd be labeled as a woman's libber 
If I could do it individually, like I tried to do with 
my supervisor, that's fine. But that's an individual 
effort and I can get rewards for that individual effort 
by going to my male upper management and saying that 
one of the things I accomplished this year was raising 
my supervisors' skills in dimension II which is writing 
Now he doesn't know how I did it or what I said to 
them, so I get the credit for raising their skills 
but I don't get any credit for what I view as a weak 
area for women. That's between us, so to speak. 
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A director m a fast growing company felt certain that 
she too "would be in jeopardy if she "got busy organizing 
women within my own company." The vulnerability she felt 
was heightened because she had risen to her directorship 
from a secretarial position. "I can't help fearing that if 
I lose my job I might not walk in somebody else's door and 
end up back in management. I have no MBA. I have a Kathryn 
Gibbs background." As she talked she revealed the unfair 
practices that she perceived in her company and even indicated 
court action was probably in order: 
Myself and one of my colleagues should be vice presidents 
at this point. We were made directors and male vice 
presidents were hired in. There is a big problem here. 
There are men with the exact same title as I am, making 
double my salary. I am not real sure that I'm ready 
to risk this position in this company. I have the golden 
handcuffs on me. And I don't like it at all. It makes 
me mad as Hell. That's one of the areas I'd love help 
in-is when you are discriminated against and you run 
risking your job to do it, how can you do it? Because 
right now I sit here and say, my choice is to keep 
my mouth shut and keep going forward or to fight it 
and risk everything. And I don't want to, I've worked 
so hard to be here. 
The statements of subjects indicated an understanding 
that in the political atmospheres of their companies speaking 
out about women's needs and sexist behaviors is not well 
tolerated. To do so would be costly to subjects individually 
and unlikely to bring about desired changes. These high level 
women sense that the unspoken repayment expected of them 
for their unique status is loyalty in maintaining the male- 
dominated character of their organizations. Yet their responses 
also revealed their anger at being caught in a bind between 
their needs and their sense of fairness. There seemed to 
be an absence of attempts to justify the expectations of 
their companies, nor were any subjects willing to martyr 
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themselves for the cause of women. The solution they most 
frequently chose appeared to be the use of less visible ways 
to empower women. Rather than speaking out and campaigning 
for organizational policy changes, they more often elected 
one-on-one strategies and attempts to help an individual 
protoge rather than women as a whole. 
Lack of Awareness of Specific Strategies 
The responses of eight subjects indicated that subjects 
often recognize problem areas for aspiring women, are in 
favor of helping women overcome those problems, but are unaware 
of specific ways they or their organizations can be helpful. 
Four subjects believe that their organizations should be 
offering more opportunities to women as well as clearing 
the way for easier advancement. Yet when asked which changes 
they would like to see, subjects were at a loss for suggestions. 
"I do think women need help," said the top ranking woman 
in an international manufacturing company, "I just don't 
know what it would be." Three subjects had a general sense 
of the areas of improvement they would advocate but specific 
strategies alluded them often leaving them discouraged. A 
director of employee relations believed that if the people 
at the top level in her company were better educated abouit 
women's potential in the workplace they might more actively 
place women at higher levels. "But," she added "I don't have 
any idea as to how the top people can be educated." Another 
subject was in favor of formalizing ways for secretaries 
to build bridges to a management track in her company but 
"I'm not sure how. I guess that's what's stopping me." Not 
being able to pinpoint specific strategies reduced subjects' 
involvement in empowering other women. It also led at least 
one subject to decide that her company could not be helpful 
at all. "The girls go to school; they work very hard," said 
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a corporate 
to move up, 
They've got 
officer of some of her clerical staff trying 
"I don't know how management could help them, 
to help themselves." 
The belief that there is no help to offer women was 
expressed by subjects discussing other problems working women 
face. "Gee, I don't know what I could do for anybody," said 
an administrator who agreed that visibility is often the 
missing-key to women seeking opportunities for advancement. 
A manager recognized that women come to the workplace lacking 
confidence and having been socialized not to compete. "I 
don't honestly know hot to deal with that," she said. Nor 
could another subject think about what could be done to 
eliminate some of the limiting stereotypes individuals in 
her company carried about women. 
For more than half of the subjects, a barrier to their 
involvement in empowering other women stemmed, at least in 
part, from not knowing what could be done. It may be that 
an inability to pinpoint specific strategies is what has 
led four of these subjects to trust that time will bring 
about the evolution of change. One executive explained: 
I always figured that once women got into business 
and started making progress in the work force, they 
would eventually become chief executive officers and 
heads of corporations and senior consultants and various 
other good titles. It was a question of growing up 
into it. Not very many companies make twenty five year 
old men their chief executive officer, and they're 
certainly not going to do that with women. I thought 
we always just had to grow up into it and I think I'm 
right. 
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Lack of Power 
e responses of more than half of the subjects indicated 
that subjects perceive themselves as lacking enough power 
to activate strategies and make changes they feel are 
important. These eight subjects consistently believed that 
the support of people at higher levels was crucial and that 
such support was not forthcoming. "Very little happens in 
an organization unless the person at the top backs it," 
said one subject. Another agreed that "all the policies 
in the world aren't going to help if you don't have management 
that s committed or willing to be pushed." 
The lack of commitment from higher levels was seen 
by three subjects as resulting from the belief that changes 
benefitting women are "not important or necessary to the 
company." Subjects believed that trying to institute policy 
or structural changes would be met with resistance and would 
ultimately be futile, because their organizations see "no 
relevance in it to their goals," and "men are not that con¬ 
cerned about what is important to women." 
Subjects believed their efforts would result in a 
lot of hard work that "wouldn't go anywhere." Many had past 
experiences which justified their beliefs. "There's an open 
door policy with the president of the bank", said one subject, 
"But everytime I've used it absolutely nothing gets done. 
He listens, says very little, and that's it. Thank you, 
good-bye." Another claimed her company hasn't made a major 
policy change in twelve years and "certainly wasn't going 
to start with women." A bank manager described the many 
hours and extra effort she put into developing a particular 
woman to move into the assistant manager's position. Yet 
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her recommendation was not honored by her superiors, proving 
to her that "even though you groom someone-it can go nowhere." 
Subjects had different ways of explaining the lack 
of power they experienced. Most subjects believed they lacked 
position power in that they were not high enough on the 
corporate ladder to make the changes they desired. The top 
executive editor of a newspaper describing her futile attempts 
to institute on-site child-care, said, "I can't do it myself. 
I'm not in that position. As a publisher I could do it." 
The head of a nursing home wondered if there was something 
in her style of communicating that resulted in several 
frustrated attempts to win the cooperation of owners. "Maybe 
I'm just not that impressive," she said. Regardless of how 
they explained the powerlessness they experienced subjects 
seemed to resign themselves to the fact that their organi¬ 
zations were not greatly motivated toward future changes 
to empower women. "I would like to see more women at the 
management level," said a corporate officer, "but I really 
don't think there's anything that can be done about it - 
not the way we're structured." 
Trusting in Progress 
The responses of nine subjects showed that they felt 
a basic trust in the progress that was being made toward 
the equal treatment of working women. This trust seemed 
to result in a complascent attitude and a willingness to 
continue to wait for the inevitable unfolding of other needed 
changes. 
More than half of all subjects referred to the Equal 
Employment Opportunity Act and Affirmative Action as great 
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boosters to the cause of working women. They saw the E.E.O.A. 
as having pushed their companies into opening up opportunities 
to women and toward fairer treatment of female employees. 
"The policies are such that they have to have so many women 
in so many levels and they have to meet those demands by 
this calander year - and they try very hard to do it," said 
one manager. Eight other subjects concurred that their 
companies had made significant progress in recent years 
in "meeting quotas," "recognizing women's work," and "promoting 
women" because "its against the law not to." 
The progress in their companies' treatment of its 
female employees seemed to inspire subjects to feel new 
confidence and trust in their companies. Subjects described 
their companies as "very fair," "committed to equal oppor¬ 
tunity," and "aggressive in monitoring the advancement of 
women and minorities." In light of their reports of the 
kinds of barriers that women still experience in their organi¬ 
zations, subjects descriptions of their companies seemed 
overly generous. For some the tendency to view their company 
as the champion of equality for women seemed motivated out 
of a sense of gratitude for their own success. "I don't 
think twenty years ago I would have been a manager," said 
one bank officer. "My last two positions I was hired 
specifically because I was a female," reported another subject. 
One subject, who had advanced from a secretarial position 
to the head of a division remembered that when she began 
with her company twelve years earlier there were different 
pay scales for males and females and "though women constituted 
70-80% of the company workforce, only 4-5% were in exempt 
or professional level jobs." It is little wonder that even 
though only 5% of all executive positions in her company 
are now held by women, this subject would see her company 
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as having come a long way. Having directly experienced the 
benefits of progress results in feelings of gratitude and 
the tendency to believe that one's company will continue 
to try its best for women. The following statement from 
the vice president of an advertising firm illustrates the 
Willingness to excuse the progress that is not being made: 
I believe that management is aware of the fact that 
they have a problem and they're trying to fix it. 
Our board is totally white, almost all Anglo-Saxon, 
almost all protestant, and all male. And not even 
close to having a woman on the board. I mean not even 
close. I'm probably as close as anybody else in the 
company and I'm a ways from that. But I do believe 
they're trying. I really see changes. I'm one of them. 
The fact that I have come from where I started in 
the firm which was basically a placement person in 
a broadcast division making $16,000 which is what 
I made when I started here and now the chairman calls 
and says, What do we do about this?' and I'm running 
a task force on nationwide marketing and I've got 
this office and a nice salary and, yeah, they've made 
a lot of progress. 
Having witnessed and personally benefitted from the 
changes in organizational policies, despite the fact that 
these changes were forced through legislation, left subjects 
believing that the policies and structures of their companies 
have and continue to be a positive influence on the advancement 
of all women. Subjects' responses show that they are less 
likely to perceive companies' policies and structures as 
holding women back or in need of change. "I just don't feel 
the sexual discrimination I used to," said one director. 
Discriminatory practice was consistantly believed to be 
"taken very seriously" by companies, however subjects believed 
that "pockets of sexism" existed in small groups of male 
managers, and that prejudices were present in "some people" 
and were often "hidden" and "subtle." Furthermore, subjects 
believed that individual attitudes of sexism could not be 
forced to change; they would evolve in time. 
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Hopefulness coupled with the willingness to wait seemed 
to act as barriers in holding subjects back from a more 
active involvement in empowering women towards advancement 
in their companies. The statement of a director of employee 
realtions sums up well the complacency that comes with the 
trust that equal opportunity has its own momentum that can 
no longer be deterred and no longer needs assistance: 
I think the very upper levels have not been cleared 
yet. You know there aren't any female chairmen of 
the boards that I know of. But I think up to middle 
management is very definitely cleared. Even in some 
companies up to the upper level - but just not to 
the top yet. The upper levels will definitely open 
up. I think that there are already women who are getting 
there. I think in the next few years there are going 
to be some more women that are going to be up there 
and I think it is going to pretty well equal out. 
I mean there are enough women in the work force, now 
and enough women that are well educated and very 
intelligent, that they are going to be there in the 
race with the men. And again, the same thing with 
men; there are going to be men who are never going 
to make it and the brightest and the best are going 
to get to the top and I think that sooner or later 
there will be a time when people won't look and say 
they are run by a female. 
Denial of Discrimination 
The responses of more than two-thirds of the subjects 
revealed that they were highly invested in denying the 
existence of sexism in their own organizations. Subjects 
frequently named discriminatory practices that they knew 
of or had heard of in other organizations and were also 
quick to admit that sexism existed as a general practice 
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in American society, but eleven subjects declared that their 
own companies were free of discriminatory practices. The 
researcher discovered that though these eleven subjects 
denied the existence of discrimination in their companies 
every one of them offered clear examples, discriptions, 
and statistics that were evidence of sexual discrimination. 
A few subjects declared their companies free of discrimination 
at the beginning of the interview, but by the end were candidly 
describing unfair treatment of female employees; leading 
the researcher to believe that some subjects initially felt 
the need to protect their companies. However, most subjects 
continually described barriers for women and sexist practices 
in their company thoughout the interview while simultaneously 
claiming that their companies were non-discriminatory and 
committed to equal opportunity for women; leading the 
researcher to suspect that most subjects were unclear as 
to what actually constituted sexism. 
The following are examples of the kind of discrepant 
statements made by subjects demonstrating their denial of 
sexism: 
"I don't think there would be anything holding a woman 
back in this company today" claimed one subject who later 
said, "There aren't that many opportunities here for women. 
I hate to say it but that's the way it is. The type of organi¬ 
zation that we are, there just aren't that many spots for 
women." 
"The men I work with are of the new generation who 
want to see women as viable people in the work force. I 
can do anything I want to do in this company and get total 
support," reported a high level director who later revealed, 
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"This company has gone from being a female-dominated company 
to not having any executive females at all. And it's a real 
sore spot with me - I■d love to take them to court." 
"A man and a woman of equal ability have the same 
opportunities here as far as job promotion goes", stated 
the top ranking woman in her company. She also reported, 
"You've got to remember - you've got a lot of salaried women 
at [this company] but you really don't have any of true 
management level responsibility." 
I ve been pretty fortunate, because in my company 
things are pretty square. Someone's doing a good job they 
don't care what the sex", said one administrator who also 
reported that good ideas go unheard and unrecognized unless 
"they come out of a man's mouth," and that though her company 
was ninety-eight percent female, sixty percent of the 
administrators were male. 
"The policies here are geared to promoting women, 
giving them the help and assistance they need. The [company] 
policy is very fair throughout the company", claimed one 
department head who also described the tendency in her company 
to promote women into "stagnant positions such as public 
relations" and to hire from the outside out of a belief 
that no qualified women existed within the company. 
"[This company] is excellent regarding promotion, 
advancement, training and support of women and minorities", 
stated one executive who also reported that her company 
withheld support from her when she needed it, treated her 
like a "blithering idiot" when she became engaged, and would 
refuse to promote a competent women "because she's a 
secretary." 
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There are many more examples and they are too numerous 
to list. The above are good representations of the tendency 
subjects showed to contradict themselves and to insist that 
they were not the victims of a sexist system. One subject 
even chose to disregard the warning her male boss gave her 
that other managers treated her unfairly because she was 
a woman. "I prefer to think that if somebody is acting 
different it is because maybe we are on a different level 
in management, maybe I'm a step below them. So if they're 
condescending I assume its not because I'm a woman but because 
I'm a step down." 
It is possible that subjects are aware that some company 
practices are sexist and discriminatory, but find it easy 
or preferable to ignore the reality because they themselves 
have beat the system. Some responses from subjects suggest 
that they measure their companies' overall committment to 
equal opportunity for women by their own success in their 
0^9anizations. "That hasn't affected me," was the response 
one high level administrator gave when asked about her 
company's tendency to promote men more often than women 
into administrative positions. Another subject, who was 
the top ranking women in her company admitted that she felt 
no need to urge her company toward policies to facilitate 
women's advancement because "at the moment there are a number 
of women making substantial progress, me included." A bank 
manager called upon her own circumstances as evidence that 
her organizations; policies and practices were "helpful" 
to women: "I'm making a salary equivilent to a guy. For 
the length of time I've been with the bank, and for my 
education and my background, I feel my salary is great." 
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Keeping in mind that more than two-thirds of all subjects 
were the first or only women to fill their positions, it 
seems likely that subjects find it possible to deny discrim¬ 
ination in a company that has selected and promoted them 
above and before any other women. Some statements from subjects 
indicate they feel they've received extra special treatment 
from their companies. "I got where I am because somebody 
wanted me here", claimed one top ranking executive. "I decided 
to quit a few years ago because I got an excellent offer 
from another newspaper. And they were so eager to keep me 
that they offered to name me a publisher. I was three levels 
down from that — in no way ready." Feeling loyalty and 
commitment to them by their companies may inspire subjects 
to see their companies as committed to all women. It may 
also motivate subjects toward gratitude and a desire to 
reciprocate the loyalty they feel. 
CHAPTER V 
DISCUSSION, SUMMARY, AND IMPLICATIONS 
At the outset of the present study, several research 
questions were formulated and presented under the Purpose 
of the Study section. It seems fitting now, at the conclusion 
of the study to refer back to the same questions and summarize 
what answers have been found. The purpose of this chapter 
is to tie together findings, draw conclusions formulate 
hypotheses, and make suggestions for future research. 
Question one asks to what extent current women leaders 
are concerned with the upward mobility of women in their 
organizations and what influences their attitudes. The results 
of the study indicate that women leaders have mainly positive 
attitudes toward other women and toward helping them advance 
within their organizations. The Queen Bee Syndrome (Staines, 
Tavris, Jayarante) seems to be largely a thing of the past. 
Instead high level women express a desire to have more women 
at their own levels and to make it easier for aspiring women 
to advance. Though women leaders have had mainly male mentors, 
and pride themselves on good relationships with male co-worker 
and their ability to be effective within male-dominated 
systems, they identify primarily with other women. 
The responses of subjects indicate that the majority 
of these women leaders crave comraderie with other women, 
see helping other women as helping themselves, enjoy doing 
so, and view helping as a moral responsibility. The tendency 
to blame women for their own lack of success appears to 
be fading in favor of the view that women are the victims 
of external barriers. Though women leaders identify several 
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individual strengths contributing to their own success, 
they do not rely on an individual explanation of success. 
Instead they express an awareness that equal opportunity 
legislation has enabled them to advance quicker and easier 
and that the main barriers to women's success continue to 
be external rather than internal. 
The theme of support influenced women leaders attitudes 
toward helping women advance. Women leaders indicated that 
personal and professional environments are less supportive 
to women than to men, and that through supporting one another 
women might strengthen all females. Furthermore the study 
indicates that women leaders value what have been described 
as traditional female characteristics (e.g. supportiveness, 
caring, sensitivity). Though studies indicate that there 
are no significant differences in the styles and strategies 
that men and women leaders utilize (Brenner and Greenhouse, 
1979; Chapman, 1975; Day and Stodgill, 1972) the women leaders 
of this study indicated that they believe differences to 
exist. Almost half of all subjects believed that women bring 
special qualities and skills to the workplace (e.g. being 
more conscientious, sensitivity to people) which are valuable 
resources to their environments. There seemed to be a new 
recognition and appreciation of the transferability of the 
skills and qualities that are developed through homemaking 
and child-care. Though women leaders identified many of 
their own strengths as similar to those commonly defined 
as traditional male strengths (e.g. ambition, inquisitiveness, 
analytic thinking), and saw women's internal barriers centering 
around the lack of the traditional male characteristics 
of aggressiveness and feelings of entitlement, they expressed 
a belief in the importance and value of traditional female 
qualities. Rather than seeing women's personality or behavior 
traits as running contrary to the demands of a position 
of authority, women leaders tended to value these traits 
alongside traditional male traits. 
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The contention that women who have power over other 
women tend to feel protective of their territory and 
competitive with other women (Hammer, 1978) seems unfounded 
in light of this study. Instead women leaders represented 
themselves as individuals who were personally concerned 
for the welfare and advancement of other women, and who 
saw the empowerment of others as a responsibility of their 
j obs. 
Though the majority of attitudes and feelings expressed 
about women as a whole and their advancement were positive, 
the negative attitudes that were expressed were strongly 
felt. The most frequently mentioned negative attitude seemed 
to focus not so much on women but on the feminist movement. 
A third of the subjects mentioned their lack of identification 
with feminism. However, these subjects seemed in all but 
one case to be concerned with equality and greater 
opportunities for women and aware that the women's movement 
had benefitted themselves as well as women in general. Their 
negativism was directed more toward the militancy and radical 
behaviors that often receive a great deal of publicity. 
In reality these subjects and the majority of the others 
revealed a desire to help women advance and obtain a fair 
share of the power in their companies, but did not approve 
of "pushing" or fighting against men to do so. There was 
a strong desire to fit in, to work with men, and to be seen 
as belonging in their organizations. The idea of challanging 
one's company was seen as individually harmful and unproductive 
for women in general. 
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The negative attitudes about women as a group were 
few and in most cases subjects simultaneous carried many 
positive attitudes. The two stereotypes that seemed to exist 
among a minority of subjects were that women can't work 
well with other women and that they use their sexuality 
to get what they want with men. In most cases these qualities 
were seen as characteristic of some women and not of the 
majority. Also, the statments of two subjects who felt working 
mothers should be at home, seemed to support the notion 
that changing sex-role behavior elicits fear about the 
disruption or collapse of fundamental family norms. 
At the same time that subjects expressed positive 
attitudes about women, their contributions to the workplace, 
and the importance of their inclusion in the most powerful 
levels of their companies; there was a tendency in many 
subjects to refer to women as "girls". The term was most 
frequently used to describe lower level women and especially 
support staff, but was at times used to describe oneself 
and other peers. The inappropriateness of describing competent, 
achieving, grown-up women as girls seemed significant, 
especially in light of the fact that past studies have shown 
that when women are described as girls they are awarded 
fewer promotions and lower salaries (Eakins and Eakins, 
1978). Furthermore the early stages of feminist identity 
development are often characterized by an emphasis on 
inappropriate labeling and a utilization of terms which 
diminish the maturity or dignity of women (Carew & Kim, 
1984). It seems that possible future research might shed 
light on the significance of the use of such labels by women 
who describe themselves as competent and powerful, and who 
believe in women's entitlement to share positions of power 
with men. It is possible that such labeling is indicative 
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of feelings of women's inferiority; or it may be, as was 
sometimes suggested in the data, that women referring to 
other peer-level women as girls is similar to men referring 
to each other as guys. It at times appeared to be no more 
than a symbol of affection or comraderie. 
The second question attempts to discover what current 
women leaders perceive to be the major needs and obstacles 
facing today's aspiring women. The results of the study 
indicate that subjects are by far more likely to offer 
situation-centered explanations for women's slow advancement 
than they are to offer person-centered explanations. Subjects 
seemed generally to be in agreement with Rosabeth Kanter's 
(1977) belief that women's failure to rise to positions 
of power is influenced mainly by the distribution of power 
and opportunity and the social composition of groups within 
organizations. Subjects clearly felt that women were dis¬ 
advantaged mainly by men's desires to protect their male 
culture and to preserve positions of power for themselves. 
The results of the study indicate that even women at the 
upper levels of their companies still feel like outsiders 
and sense that their acceptance is by no means secured. 
The frequency with which subjects referred to "subtle discrim¬ 
ination" suggests that they see men's attitudes as largely 
unconscious and therefore much more difficult to pinpoint 
and undo. 
The study indicates that subjects concur with the 
conclusion drawn by Bass, Drussell, and Alexander (1971) 
that men's negative attitudes toward working women are based 
less on beliefs that women are not competent or qualified, 
but more on a general feeling of discomfort in working with 
them. Subjects emphasized their observation of men's pre¬ 
ferences to interact with other men, their resistance to 
accepting supervision from females, and their tendency to 
emphasize women's sexuality and see it as intrusive. Though 
subjects believed that their credibility was frequently 
challanged and questioned, they seemed to feel that if they 
persisted they eventually proved themselves capable. Dealing 
with men's discomfort with women as equal co-workers, as 
bosses, and as partners in sharing organizational power 
left subjects less hopeful of breaking through to the "old 
boys network." As obstacles to women's advancement, men's 
preference to do business with other men was named only 
slightly more often than the additional burden on women 
of domestic responsibilities. Subjects revealed an acute 
awareness that women's ability to compete in the American 
workplace was greatly hampered by the pressures, stress, 
and demands that resulted from the unequal distribution 
of domestic tasks and responsibilities. Only two subjects 
believed that women with children should solve this problem 
by staying at home; most subjects stressed women's needs 
and rights to career development and believed that the 
integration of one's personal and professional life was 
the solution to the problem. As the demographical data showed, 
the subjects of this study did not mirror the characteristics 
of women leaders in past studies who were largely single 
and without children (Hennig & Jardim, 1976). Rather the 
tendency to pinpoint role overload as an obstacle for aspiring 
women was probably increased by the fact that subjects were 
themselves multi-committed women with families of their 
own or who anticipated marriage and motherhood. The fact 
that subjects disclosed so many the details and circumstances 
of their own struggles to cope with "having to do it all," 
and described the problem with emotional intensity, was 
further evidence of the degree of importance women leaders 
place on these issues. 
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The study revealed that though subjects saw the obstacles 
to women as largely external, there were factors that held 
them back from attempting to confront some of those external 
obstacles. Generally speaking subjects often seemed caught 
between loyalty to women and loyalty to their companies. 
Though subjects still sense themselves as outsiders and 
many even demonstrated an understanding that no woman has 
real power as long as all women remain a powerless group, 
there was a resistance to disrupting their companies. On 
the one hand the resistance seemed based on the fear of 
risking their own success, and of emphasizing their 
ffsrentness. On the other hand subjects revealed themselves 
as very loyal to their companies and as committed to being 
powerful contributor to the bottom line success of their 
organizations. The degree to which subjects are motivated 
to be insiders and contribute to their companies is 
demonstrated by the tendency subjects showed to deny the 
discrimination that existed in their organizations. Subjects 
seemed to want to separate the individuals in a company 
from the company as a whole. They readily admitted that 
men in their companies demonstrated attitudes and behaviors 
which put up barriers to women's advancement, but subjects 
were not likely to translate those attitudes and behaviors 
into a description of their organizations. The tendency 
to be loyal to one's company also prevented subjects from 
assigning responsibility to their companies for helping 
women overcome some of the external obstacles to them. 
The study revealed that women leaders do identify 
internal obstacles to women's advancement, but see these 
as less crucial than external barriers, and also see internal 
barriers as resulting mainly from socialization patterns. 
Women's lack of adequate preparation, assertiveness, and 
confidence were not seen as inherant to women but rather 
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learned behaviors which could be unlearned. Subjects reported 
their observations that many aspiring women have lower 
expectations for success than men do. In fact the belief 
that external barriers to women’s advancement will take 
time to die away seemed to lower the expectations of subjects 
for their own future success. Nevertheless lower expectations 
seemed based not so much on degree of internal self-esteem, 
as suggested by (O'Leary, 1974 and McHugh and Vale, 1975), 
but rather on an assessment of the entrenchment of externally 
limiting barriers. 
The responses of subjects offered no evidence that 
they or the aspiring women they knew were suffering from 
a fear of success, as described in women in earlier research 
(Horner, 1972). Instead subjects often described themselves 
as ambitious and valued that characteristic in protoges. 
If a fear of success surfaced in any sense it seemed at 
times to be a result of the "Superwomen Syndrome." Subjects 
described the fear that for a woman to put efforts toward 
career success would inevitably mean less attention to other 
aspects of her life that she may value (e.g. marriage, home 
and children). 
Finally the attitudes expressed by the women leaders 
of this study contest the notion put forth by O'Leary (1974) 
that women perceive their own personality traits as inferior 
or as an impediment to success on the job. Instead subjects 
identified characteristics they believed described women 
as a whole (e.g. caring, supportive, sensitive) and saw 
these characteristics as leadership strengths which increased 
productivity within their environments. 
Question three asks what kinds of strategies women 
leaders use to empower aspiring women and how frequently 
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they use the strategies. The results of the study indicate 
that current women leaders prefer to utilize strategies 
to empower selected individual women rather than strategies 
which are directed toward women as a whole. In other words, 
subjects prefer to act primarily as mentors and sponsors 
to specific protoges rather than try to convince their 
companies to modify or adopt new organizational policies 
which will benefit female employees. All but one subject 
were able to identify at least one aspiring women to whom 
they had given special attention, and in most cases several 
women were named. The data showed current women leaders 
attempt to empower other women primarily through helping 
them to gain competency. There seems to be a recognition 
among subjects that if women are to enter restricted territory, 
entrance will be made through a recognition and appreciation 
of the skills and competencies that they have to offer. 
All the same, current women leaders acknowledge that part 
of being competent in the workplace is knowing how one 
maneuvers within the system, how well one can fit in, reflect 
the organization's culture, and adapt one's way of working 
to the norms of the company. Consequently, attempts to increase 
women's political awareness in their companies was a frequently 
used strategy alongside attempts to refine or build technical 
skills. The tendency for subjects to play down the importance 
of passing on organizational data and information indicates 
that subjects were not convinced of the importance and 
appropriateness of doing so. Though Kanter (1977) stresses 
that women are often held back in companies through a lack 
of access to information about the goals, progress, decisions 
and leaders of their companies, this group of subjects tended 
to feel that such information should be diseminated by position 
rather than gender, or that adequate information was readily 
available to whomever wanted it. It seemed likely that subjects 
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were unwilling to acknowledge the need to make more information 
available to women, because to do so would involve a challenge 
to the traditions of their companies. It would also do away 
with one of the symbols of power and position. Women leaders 
seemed invested in protecting the priviledges of the upper 
level positions they filled, in this case, by not offering 
similar access to information to lower level positions. 
This seemed to be one of the specific situations where current 
leaders felt caught between loyalty to their companies and 
loyalty to women. It may also be that current women leaders 
are aware of the discomforting truth behind Betty Harragan's 
(1985) assertion that women who resist the hierarchical 
authority mold of business organizations "are discarding 
the one power tool they need to compete in a male dominated 
society. When everybody's equal, women end up on the bottom." 
Harragan maintains that hierarchies protect position power. 
In a workworld where males prefer to do business with one 
another rather than with females, the only assurance that 
women will not be left out or left behind is in their ability 
to retain the legitimate power of their positions. 
The results of the study indicate that women leaders 
make more attempts to empower through helping to foster 
individual inclusion than in any other way. Subjects made 
several attempts to help aspiring women gain recognition 
for their accomplishments and rewards through increased 
status and pay. Once again subjects chose specific women 
to move along in this way rather than proposing programs 
or policies (e.g. an incentive system for managers to develop 
female employees) which would affect all women. The attitude 
that emerged frequently in the responses of subjects was 
that as more and more women achieve positions of authority 
and perform well in those positions more doors will open 
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for other women. The growing number of women in mid-management 
supports that belief, and yet a study conducted in 1982 
by the Wellesley College Center for Research on Women shows 
that women's upward movement is halted when approximately 
one-third of the managerial group is filled by females. 
The responses of current women leaders show they are much 
more optimistic about the liklihood of continued progress 
for women. And even if they were not, their perceptions 
about the present limits to their own power and the risk 
to their own continued success appears to influence almost 
half of all subjects to steer clear of intiating policy 
on structural changes to empower working women. 
When organizational policy change is proposed by 
subjects, the data reveals that it is most often done in 
an attempt to address the needs of working mothers. Flextime, 
on-site child-care, job sharing and better maternity benefits 
were shown to be the most frequently advocated policy changes. 
The motivation to initiate and support such policy changes 
seems clearly to come from subjects' ability to identify 
with the needs of working mothers. It may also be that current 
women leaders are experiencing success in convincing their 
companies that such policies will ultimately benefit the 
company through more stable output and increased productivity. 
Another possibility is that current leaders may sense that 
working mothers may be a group of women organizations are 
less resistant to assist. Because of the demands on working 
mothers which reduces their ability to compete as aggressively 
as individuals less imcumbered by domestic responsibilities, 
working mothers may be perceived as a less threatening group 
of aspiring women. Similarly, of the few structural changes 
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mentioned, helping the advancement of secretaries was reported 
most frequently. Like working mothers, secretaries may be 
another group whose ability to compete is seen as non¬ 
threatening by the male-dominated workplace. 
It seemed inconsistent that the offering of encouragement 
was named no more frequently as an empowering attempt than 
was the altering of the organizational environment. Subjects 
frequently described themselves as supportive and saw women's 
needs to include increased confidence. Offering encouragement 
is likely to take less time or risk than teaching skills 
and political awareness or helping to gain recognition and 
rewards. It is a strategy that is easily offered on a one 
to one basis, which, in fact, was the preference of the 
subjects who did use the strategy. It seemed very possible 
that the offering of encouragement to other women is a strategy 
that women leaders use more than they identify. It may be 
that offering praise, words of encouragement, and gestures 
of support are behaviors that women leaders take for granted 
in themselves and therefore do not identify as specific 
attempts to empower. Or it is possible they do not offer 
frequent praise out of an expectation that the ambitious, 
self—motivated protoges they select for advancement should 
not need it. 
Finally, although criteria for the selection of subjects 
did not include being the top ranking, the first, or only 
woman at a high level, almost four-fifths of all subjects 
fit these descriptions. The responses of subjects indicated 
that though only a few subjects mentioned their accomplishments 
of breaking precedents as empowering to other women, many 
subjects were aware of the effect. The presence of these 
female leaders in their positions or at their levels alters 
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the environment of their organizations. The levels they 
reached and the position they filled can no longer be said 
to be all male. Having been the first woman to break through 
the homogeniety of a male-dominated environment, these subjects 
helped open opportunities for other women. Many responses 
indicated not only a sense of individual accomplishment, 
but an awareness that higher ranking women are often used 
as a test to determine the advancement of other women. As 
top ranking women, often with families to care for, and 
who often still feel like outsiders with limited power, 
it seems impressive that subjects have made as many attempts 
to empower other women as they have. Moreover the lack of 
more attempts in general did not seem to be the result of 
subjects' desires to hold other women back, or to protect 
their own unique status. In most cases subjects voiced their 
awareness that gaining the disapproval of their companies 
not only put their own individual success at risk, but also 
resulted in a setback for all women. 
Question four attempts to uncover the factors that 
influence current women leader's choices of whom they choose 
to empower. First of all the study indicates that the selection 
and development of individual female protoges is the primary 
means of empowerment used by subjects. The research also 
concurs with the conclusion drawn by Larwood and Blackmore's 
study (1978) that people tend to groom for success individuals 
with whom they identify. The profile subjects' gave of the 
kind of female employee they pinpointed for advancement 
was very similar to their own self-profile. An analysis 
of the data shows that all the women leaders in this study 
identified at least one strength they shared in common with 
those they chose to empower. Moreover the majority of subjects 
indicated that a female protoge's gender influenced the 
selection. 
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Ambition was named most frequently as the characteristic 
subjects looked for in aspiring women they chose to empower. 
It was also very high on the list of characteristics subjects 
gave to describe their own strengths. Current women leaders, 
familiar with the great number of obstacles to women's success 
in the workplace, understand that without drive, persistence, 
and the willingness to work long and hard, few women have 
a chance of advancement. Obtaining academic credentials 
was also seen as a critical factor in determining the 
acceptance of female employees as protoges. Subjects stressed 
education and degrees not so much for their skill-building 
value, as for their ability to open doors and gain credibility 
in their companies. The responses of subjects indicate that 
current women leaders are willing to take risks for the 
protoges they select, but are not likely to do so unless 
the ambition and earned credentials of a protoge make the 
risk seem a well-calculated one. Subjects' tendency to name 
interpersonal skillfulness, intelligence, alongside ambition 
and credentials as the top characteristics of a well chosen 
protoge, indicates an awareness that advancement requires 
more than just "doing a good job." Competency, though seen 
as an important factor, was mentioned less frequently and 
only slightly more often than loyalty. One-third of the 
women leaders in this study were motivated to put efforts 
behind the advancement of female employees who had stood 
behind them. In light of the fact that women leaders experience 
themselves as often isolated and alienated in their environ¬ 
ments, loyalty may take on an added importance. Future research 
might serve to explore if loyalty is perceived differently 
or assigned different degrees of importance by male and 
female leaders in the workplace. 
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Finally, the data suggests that women leaders are 
often influenced by personal feelings of caring in their 
selection of women to empower. The subjects of this study 
frequently mentioned experiencing a certain simpatico with 
the women to whom they offered extra help and saw them as 
individuals they were personally drawn toward. 
fifth question asks what factors influence current 
women leaders' choices of empowering strategies. The data 
revealed that subjects base their preference for empowering 
strategies on seven factors: 1) their perceptions of the 
needs of aspiring women, 2) confidence in the likely success 
of the strategy, 3) concern for the costs and benefits to 
their organizations, 4) which responsibilities they believed 
others had to empower women, 5) whether or not they believed 
top-level management would support the strategy, 6) whether 
or not they perceived themselves as having the resources 
to help, and 7) having received similar help. 
How subjects saw the needs of working women seemed 
to influence their preference for empowering strategies 
more than any other factor. The study indicates that current 
women leaders are acutely aware of the pressures on working 
mothers who must respond to domestic as well as career demands, 
and they perceive the balance of job responsibilities and 
domestic responsibilities to be the greatest need of today's 
working women. The demographic data of the subjects in this 
study suggest that the majority of current women leaders 
no longer fit the profile of the childless, unmarried female 
executive of the Hennig & Jardim (1976) study. In actuality 
they strongly identify with the struggle to achieve personal 
and professional balance. Subjects believed that organizations 
could meet the needs of working women by instituting policies 
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which would help them integrate their personal 
lives, (i.e. flextime, on-site child care, job 
benefit plans which include child-care subsidie 
and professional 
sharing, 
s) . 
Though the needs of working women were a major factor 
in women leaders willingness to advocate certain strategies, 
other factors influenced their preferences for strategies 
and their willingness to take action. The study reveals 
that women leaders have less confidence in the likely success 
of some strategies as compared to others. Grouping women 
together to receive special training or to take part in 
support groups was perceived to be a strategy unlikely to 
produce desirable results. There was a strong feeling among 
the majority of women leaders of this study that grouping 
women separately from men did more damage than good. They 
saw women’s groups as pointing out women as needy or different, 
and resulting in harmful segregation. The responses of subjects 
suggest that women leaders place great importance on working 
in an integrated way with male co-workers and preserving 
their status as team members. Most do not believe that women 
can be strengthened through separating themselves. Separating 
women was seen as synonomous with alienating them. Moreover, 
over a third of the subjects carried negative attitudes 
about women's abilities to be productive in all-female groups. 
Their previous experiences led them to see all-female groups 
as ineffective, fostering conflict, and focusing on the 
frivolous. Such beliefs seem to have serious implications 
for the future of women in the workplace. Historically all-male 
teams have been seen as powerful and productive, however, 
the attitudes of several women leaders suggest that all-female 
teams are likely to result in just the opposite. Does this 
mean that high level women are likely not to want to lead 
all-female teams; or that females are perceived as productive 
only when they are part of a mixed gender group? That the 
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source of women's power is in relationship to men, that 
they need the influence of male co-workers in order to stay 
on track or do good work seems the ultimate negative 
implication. Future research could serve to cast light on 
the actual and perceived differences in all-female, all-male, 
and mixed gender teams. 
The research also indicates that current women leaders 
lack confidence in the successfulness of training male co_ 
workers to understand the problems facing women in the work¬ 
place or to learn strategies to empower female subordinates. 
The majority of subjects of this study strongly believed 
their male counterparts would not attend such training nor 
would it change them if they did. Appartenly current women 
leaders do not expect support for working women from male 
co-workers, nor are they likely to urge their involvement. 
Their beliefs seems to reflect the attitude that if women 
are to be successfully integrated into the workplace, women 
must understand the ways men operate and adapt to them, 
but not vice versa. 
The preference for certain strategies was frequently 
influenced by subjects' assessments of the costs and benefits 
to their organizations. Though subjects were on the one 
hand concerned with the needs of working mothers, they were 
on the other hand equally concerned with the welfare of 
their companies. They were not likely to advocate a policy 
that left them unsure of the pay-off to their organization. 
The phenomenon of being caught between conflicting loyalty 
and concerns seemed to largely characterize this group of 
women leaders. It seems it may be a major struggle for today's 
women leaders. They are aware that their successes have 
been influenced by the progress that all women have made 
toward equality and they are concerned with opening up more 
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opportunities for women. Yet they also frequently portray 
themselves as the female version of the "company-man"; they 
place the needs of their company and its goals as a priority. 
The subjects of this study who were most active in initiating 
and bringing about policy changes in their organizations 
seemed to be those who believed most strongly that women 
bring skills and qualities to their companies that are needed. 
Therefore, the empowerment of women in their organizations 
was seen as compatible with their loyalty to their companies' 
welfare. 
Similarly when subjects did not perceive the pay off 
to their companies of women's inclusion, then subjects seemed 
more likely to believe that women were responsible for removing 
the barriers to their own advancement. The attitude that 
if women want to work they will have to make sacrifices 
or set priorities that allow them to do so was evident in 
the responses of a few subjects. It is reflective of a belief 
that employment outside the home is something women value 
for themselves, rather than something society values from 
them. 
The study shows that women leaders are likely to favor 
strategies of empowerment which were used by their own mentors 
or sponsors. They tend to pass along the kind of help they 
themselves received, with the exception of making interventions 
with top management. Subjects reported a greater frequency 
of interventions by their mentors to overcome top level 
resistance to their advancement than subjects reported making 
to help the advancement of their protoges. It is likely 
that current women leaders experience themselves enough 
like outsiders not to want to risk conflicts with superiors. 
The last question asks what barriers exist which hold 
women leaders back from empowering other women. The results 
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of the study indicate that women leaders experience six 
major barriers which limit their assistance to other women: 
1) the denial of discrimination, 2) a trust in continual 
progress for women, 3) a lack of power, 4) the risk to one's 
own status, 5) a commitment to other priorities, and 6) 
a lack of awareness of specific strategies. 
The denial of discrimination emerged as the most 
pervasive barrier. More than two thirds of the subjects 
of this study showed a tendency to believe that their companies 
were free of sexist practices and discriminatory attitudes. 
The desire to deny discrimination in their organizations 
was strong enough to keep subjects from seeing that they 
often contradicted themselves in their discriptions and 
reports. There is also the possibility that women leaders 
are not sufficiently aware of what practices, norms, and 
attitudes are indicative of sexism. The study highlights 
the strong desires subjects have to "fit in" and see themselves 
as belonging in their companies. It is possible that by 
denying discrimination higher level women come closer to 
feeling like an insider, or at least not like an outsider. 
It also eliminates one reason to push against their organi¬ 
zations, which responses showed subjects prefer not to do. 
Furthermore, denying discrimination may be a little easier 
to do if one has survived and even thrived to some degree 
in a system which holds others like oneself back. To acknow¬ 
ledge discrimination presents the threat of a limited future 
and points to possible tokenism as a factor in one's advance¬ 
ment . 
The statements of the subjects in this study show 
that upper level women today perceive some factors as critical 
to one's advancement within an organization. They identify 
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the importance of ambition credentiale 
visibility v, ’ SdentlalS and deg^ees, gaining 
blllty. knowing the political culture of the organization 
a igning oneself with the people who are powerful, balancing 
one s personal and professional responsibilities, and not 
being labeled as a feminist, it may be that this last factor 
influences women leaders to deny discrimination in their 
companies and also to believe in the on-going progress toward 
equal opportunity for women. If the subjects of this study 
are representative of an overall trend, then current women 
leaders are relying on the women's movement to have its 
own momentum. These subjects are no doubt part of the group 
of working women whose careers were greatly impacted by 
the women's movement. Their competence and ambition coincided 
with the opening of new opportunities for women which in 
all liklihood had a positive effect on their advancement. 
In the same way that second or third generation immigrants 
look toward progress as their hope for inclusion, the women 
leaders of this study do not want to believe that there 
are still battles to be fought or limits to their future. 
More importantly they do not want to have to take a visible 
stand against the culture of their organizations, a stand 
that could quickly cast them as a cultural misfit. Most 
of the subjects of this study bridge two generations of 
experience; they remember when they were called "honey", 
paid less, and denied entrance to all but the lowest level 
positions. Their arrival and inclusion among the ranks of 
the more powerful, as tentative as it may feel at times, 
contrasts so strikingly with past experiences that it appears 
to lead to a general sense of gratitude to their organizations. 
The trust in progress for women, then, may be in one sense 
another justification not to challange a system that one 
would prefer not to have to confront. The trust in progress 
may also be a manifestation of women's tendencies to wait 
and to adapt. Historically, if the experiences of women, 
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or of any powerless group, have taught them anything it 
is how to be patient and how to adapt to the circumstances 
that confront them. 
Quite clearly more than half of the subjects interviewed 
in this study experienced themselves as lacking power. Subjects 
saw themselves as lacking the power to influence the organi¬ 
zational changes which they believed would benefit women. 
Today's women leaders seem keenly aware of the priorities 
of their organizations and perceive that instituting policies 
to foster the advancement of women is not among the more 
pressing priorities of their companies. The lack of power 
no doubt comes from the limits of one's position. In the 
case of women it is also likely to stem from being different 
than the donimant group. To remain an asset to one's company, 
an employee contributes to the major goals of that company. 
That may be why a third of the subjects did not identify 
among their priorities their involvement with strategies 
to help women advance. Subjects generously offered their 
time to individual protoges, but to utilize their time and 
energy to bring about policy or structural changes within 
their companies was seen as an endeavor likely to conflict 
with the priority of getting their jobs done. There is a 
reality to the time limitations faced by high level women. 
These subjects describe themselves as ambitious, overachievers, 
hard workers, and the multicommitted victims of the superwoman 
syndrome. 
The risk to one's own status was expressed by six 
subjects as reason to limit their involvement in strategies 
to empower other women. Subjects did not seem concerned 
with protecting their unique status as the top level woman 
or the only woman in their position by holding other women 
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back. Quite the contrary, their responses most often revealed 
a sincere desire to have more women at their levels. 
Nevertheless, more than a third of the subjects voiced their 
belief that to actively pursue more empowering opportunities 
for women would put them out of favor with their companies. 
Current women leaders experience themselves as in a bind: 
they value the advancement of more women, and also want 
to protect the ground they themselves have gained. Moreover 
there is an understanding by the subjects of this study, 
that today's upper level women are still considered test 
situations. To lose ground for oneself is to lose ground 
for all women. It appears that the majority of upper level 
women choose to empower by selecting individual protoges 
and teaching them the ropes and how to play the system. 
They are likely to appeal to individual males in powerful 
positions to open up an opportunity to an individual protoge. 
However, it is only the firmly entrenched or the well-supported 
female executive who is likely to initiate policy or structural 
changes in her company. 
Finally over half of the subjects indicated a lack 
of awareness of specific strategies to empower other women. 
At first glance this might appear to be the easiest barrier 
to overcome - simply train women leaders in the strategies 
that they might use. However, in light of the other barriers 
the subjects of this study illuminated, the problem is not 
so simple. Women leaders today are seeking strategies to 
empower other women but not ones which will put them more 
at risk in their companies or cast them more as outsiders. 
The strategies they utilize need to take into account the 
limits they perceive to their power and the multiple demands 
on their time and energy. 
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Recommendations for Training 
The research points to possibilities for other training 
sessions which may increase the liklihood that women leaders 
will utilize strategies to empower other women. The data 
suggests, for example, that women leaders deny discrimination 
in their companies. Training sessions to illuminate the 
behaviors, policies, or attitudes that constitute sexism 
may be needed by higher level women who do not detect it 
in their organizations. If women leaders are confused as 
to what sexism looks like in other than its most blatant 
forms, they are not likely to employ strategies to help 
overcome it, or to overcome their own collusion with sexism. 
The research also shows that women leaders are likely 
to reject behaviors which display outward anger or hostility 
toward sexism. Consequently, aspiring women who reveal them¬ 
selves to be at the phase of feminist identity development 
characterized by the expression of hostility and anger, 
are not likely to receive help nor empathy from higher level 
women. Training sessions which help women leaders to recognize, 
understand, and appreciate the stages of feminist identity 
development may make it possible for women leaders to reach 
out to those women characterized as "too feminist." Training 
can provide women leaders with ways to work with and assist 
those women at different stages. 
Training sessions aimed at both men and women in organi¬ 
zations would focus on increasing appreciation of diversity 
on workteams. Workshops would explore issues and develop 
strategies to help better manage gender differences. Such 
training would serve to dispel myths and confirm realities 
about the differences men and women bring to the workplace 
and help participants view differences as strengths to a 
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team. A special outcome of training would be to develop 
strategies which foster inclusion and generate solutions 
to the problems in male/female collaboration. The data reveals 
that training to better manage gender differences would 
need to be sponsored and supported from upper level management 
in order to be perceived as important and valuable. 
Recommendations foe Future Resesrchi 
Throughout the last chapter suggestions for further 
study have been presented. The following are other research 
possibilities which suggested themselves to the researcher 
in the course of this study. 
1) How has the struggle for personal/professional balance 
influenced women's choices to be self-employed or to work 
out of their homes? Is the inability to integrate personal 
and professional goals causing women to turn away from cor¬ 
porate employment, or leading to a retreat from previously 
set goals? 
2) What influences men's attitudes toward sponsoring aspiring 
women? If, as the subjects of this study believe, men are 
fearful or resistant to helping other women up the corporate 
ladder, then what constitutes their needs, values, and 
concerns? What, in other words, do men have to say about 
their attitudes toward aspiring women in their companies? 
3) Is there a new value women are beginning to place on 
the traditional feminine personality profile? How do women 
see their characteristics differing from men's and is there 
new belief in the need for those characteristics in the 
American workplace? 
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4) Is there a difference in the way men and women perceive 
supportive behavior? How frequently do men and women offer 
supportive communication and what forms does it take? 
The women leaders of this study helped other women 
in a variety of ways to become part of an existing organi¬ 
zational culture. Yet the underlying themes of their responses 
and actions indicate they have a vision for cultural changes 
in their organizations which would serve women and ultimately 
all workers. The themes of fairness and balance resurfaced 
continually throughout the interviews. Subjects focused 
on the fair treatment of women, fair expectations of organi¬ 
zations and fair attention to family needs. The need for 
balance was repeatedly expressed in discussions of the dis¬ 
tribution of power in organizations and in the responsibilities 
of one's personal and professional life. Ultimately, the 
vision expressed by these women leaders was a more life-- 
supporting organizational culture, a culture which allows 
for needed integration. The statements and actions of the 
women leaders of this study attempt to influence movement 
toward a culture which supports 1) equality and collaboration 
of men and women at all levels of the organization, 2) the 
merging of the traditional male orientation toward task 
and outcome with the traditional female orientation toward 
people and process and, 3) the blending in oneself of the 
roles of provider and nurturer. 
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Appendix A 
Interview Format 
1* I'd like to know a little about your work history. 
Tell me about your movement into this position. 
What would you say about your own individual qualities 
which ones helped you most? Did any hinder you? Can 
you give me an example? What about the the attitudes 
and feelings between you and the people you worked 
with — what kind of influence were they? What about 
the policies and structure of the organizations you 
worked for -- what were they like? Have those policies 
influenced your movement into this position? In which 
way? For example? How do you see any of these factors 
currently affecting women in this organization? 
2. Were there particular people who helped you reach 
your career goals? Tell me about those people and 
their help. 
Who were they? How did they help? Why do you think 
they chose to help you? How did you feel about their 
help? What was most/least helpful to you? Was there 
help your wanted but didn't get? 
-or- 
Why do you suppose you weren't helped? How did you 
feel about that? Do you think not having help had 
an affect on you? In which way? 
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Empowering Through Alliances 
Is there anyone you have identified as someone you'd 
like to help? Tell me a little about that person. 
What characteristics did that person have? What made 
you want to help him/her? Tell me about how you've 
tried to help. What has that been like? What about 
women — do you think it is important to help women 
in particular advance? Why? Why not? Are there particular 
kinds of help you'd stress? People talk about gaining 
contacts and visibility; What do you think about helping 
in that way? How about getting other people, such 
as managers, to help? Are there any groups in this 
organization for women to problem-solve or share support? 
Would you start one? Do you think there should be? 
Would you participate? Why or why not? If there is 
a group, tell me about it. Do you participate? Why 
or why not? 
Empowering Through Providing Access to Information 
4. What about providing women access to information? 
Is that something you do? Tell me more about it. 
Do you think it is important? What kinds of information? 
Is specific information about the system available 
-- such as budgets, salaries, minutes to meetings, 
operating data? Do you think it should be? 
Empowering Though Training Opportunities 
Are there training opportunities for upper level women 
in this organization? Have you involved yourself? 
243 
What do you think of them? 
Do you think there should be? What specific training 
needs for women do you see here? What do you think 
about training for other personnel about issues facing 
women employees? Would you choose to be instrumental 
in seeing that those training opportunities were pro¬ 
vided? 
Empowering Through Support of Women's Outside Responsibilities 
6* I'd like to talk about home and family in terms of 
a career. What has been your experience in balancing 
your work with your outside responsibilities? 
How important do you think this issue is for women 
today? Does this organization have policies and practices 
that support women in meeting their outside respon¬ 
sibilities? What do you think of them? Do you think 
it should? What kinds of support do you feel should 
be provided? What do you think about flextime? Job 
sharing? childcare subsidies? What do you think it 
would be like to involve yourself in seeing that these 
practices were instituted? 
Empowering Through Organizational Changes 
7. Based on what you know about the structure of this 
organization, if you were just beginning here at a 
lower level, how easy or difficult do you think you'd 
find your advancement? What makes you say so? Do you 
think there should be any changes in the organizational 
structure itself to facilitate women's advancement? 
244 
What kinds of changes would you advocate? What about 
the opportunity for people at lower levels to exercise 
authority and autonomy? Should there be more opportunity? 
In what form? What affect might that have on women 
here? How about the opportunity to move from secretarial 
to managment track? - or staff to line? Would you 
choose to take part in bridging about these changes? 
What might that be like? 
APPENDIX B 
Letter of Comfirmation 
Dear 
This is to confirm our upcoming interview on 
-_ • I sincerely appreciate 
your willingness to be interviewed for this research project. 
As I stated to uou on the phone, this interview will 
center around your experiences as a woman in a position 
of leadership. 
I would appreciate it if in order to save time and 
facilitate our upcoming interview, you would fill out the 
enclosed questionnaire prior to our scheduled meeting. 
I want to reassure you that both the information you 
give me on this sheet and the contents of our interview 
will remain COMPLETELY CONFIDENTIAL. I will take careful 
measures to protect the anonymity of you and your organization, 
and other employees. 
I very much look forward to talking with you in person 
and, once again, am grateful for your sharing your valuable 
time and experience with me. 
Sincerely, 
Arleen LaBella 
Enc1osure 
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